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ABSTRACT
DEVELOPING AND TESTING RECEPTIVITY TO A PURPOSE-DRIVEN
ORGANIZATIONAL STRUCTURE FOR THE PILLAR OF FIRE
by
Robert W. Cruver
For over a century the Pillar of Fire has operated for the purpose of building up
the kingdom of God on the earth through four primary ministry thrusts: missions,
churches, schools, and media. In order to assist the Pillar of Fire to pursue its purpose
with greater ministry effectiveness, this study sought to identify and test receptivity to a
purpose-driven organizational restructuring. Through discussions and a questionnaire
distributed to an eight-member Vision Team and the Pillar of Fire's Central Board of
Trustees, information was gathered that demonstrated receptivity to some common
direction for purpose-driven organizational restructuring.
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CHAPTER 1
OVERVIEW OF THE STUDY
Introduction
In order to be effective and healthy, an organization must be clear in its purpose
and then intentionally structure itself to meet that purpose at the levels of leadership,
management, and actual operations (Collins and Porras iv; Warren 137). This is true for
both profit and nonprofit organizations, whether Christian or secular. The Pillar of Fire is
a nonprofit, international, Christian denomination with many ministry facets. Though
founded in 1901, 1 believe growth and development of the various Pillar of Fire
ministries have been hampered in part because it lacks a purpose-driven organizational
structure. This paper examined various aspects of organizational purpose and focused on
a proposed Pillar of Fire restructuring for enhanced, purpose-driven ministry.
Personal Background
I have great love for the Pillar of Fire. Almost all ofmy life has been spent around
its international headquarters at Zarephath, New Jersey. My roots in the Pillar of Fire go
back to both paternal and maternal grandparents. My paternal grandparents were faithful
lay members of the Pillar of Fire at Zarephath. My maternal grandparents, a loving Pillar
of Fire missionary couple, informally adopted my mother and her two younger sisters and
raised them in London during World War II. Mom's adopted father, Wilbur Konkel, was
later consecrated a bishop and appointed as Director of Missions for the Pillar of Fire. My
grandparents have now passed on from this life, but their love for Christ and the ministry
of the Pillar of Fire is still alive within my father and mother. Since their wedding in
1955, my parents have been full-time missionaries and teachers within the Pillar of Fire.
All but five of these years have been spent at Zarephath.
Cruver 2
God used my parents and other faithful Christians within the Pillar of Fire to be
influential in my conversion, as well as in the conversion ofmy five sisters. I am forever
indebted to the many faithful Pillar of Fire men and women who loved Christ so
passionately and represented him so clearly to me. I never remember questioning the
truth of Scripture or that Jesus was the Savior, but my own point of heart surrender to the
Lord came at the age of fourteen. This was during a very difficult time in the history of
the Pillar of Fire, a time of unclear mission and blurred vision. The organization's
founding passion of engaging culture with the gospel was greatly hampered by a lack of
leadership and internal politics. It was a period characterized by ministry retrenchment.
Several long-term members and staff left the Pillar of Fire during those days. In the midst
of this challenging period, my parents remained steadfast as teachers and missionaries
because they were certain of God's call to do so. I felt no such call and questioned
whether the Pillar of Fire would survive and be used of God in a vital way in the future.
I left for college in 1982 and never suspected that I would return to the Pillar of
Fire. In 1984 a needed leadership transition took place, and hope was planted in my heart.
When I graduated from college in 1986, 1 returned to the Pillar of Fire ministries at
Zarephath to be cofounder of Victory Sports Camps-an evangelistic youth sports training
program-and to serve as part-time youth minister. Some good things were happening,
and I began to catch fresh glimpses of God at work. Two years later, I moved to
Kentucky for graduate school and seminary but returned to Zarephath each summer to
help run Victory Sports Camps.
In 1992 my wife and I moved back to Zarephath to work again with youth and to
assume the role of President of the Pillar of Fire's undergraduate program that has since
been renamed Somerset Christian College. I continue to serve in this role. In addition, in
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1998 I was nominated and elected to serve on the Central Board of Trustees for the Pillar
of Fire. This board is the governing body responsible for overall leadership and
stewardship of the Pillar of Fire and its international ministries.
God has done many wonderful things in and through the Pillar of Fire since those
days in the early 1980s when I wondered if the organization would even survive.
Difficult times have arisen along the way, but I am filled with gratitude and a sense of
anticipation for the future. Once again, I believe that the Pillar of Fire is at an important
threshold and that God desires to do more exciting things of eternal significance.
I have dedicated my life in response to God's call to serve him within the Pillar of
Fire. My role on the Central Board has helped me to recognize some of the great
potential as well as the challenges facing the Pillar of Fire both now and in the future.
The Pillar ofFire essendally has no debt and is blessed with strong assets in its extensive
land holdings and three radio stations. This reahty and the fact that it remains
passionately evangelical and committed to touching the world with the love of Christ sets
the platform for incredible potential impact. I am convinced that some key structural
changes are needed as a first step toward enabling the Pillar of Fire to realize this impact
and be a more effective organizadon, driven by the purposes for which God has raised it
up and sustained it. Such recognition created the motivation for this study.
Organizational Background
The Pillar ofFire was incorporated in 1901 as a religious, educational, and
benevolent organization in the Wesleyan holiness tradition. For over a century, it has
operated with the purpose of building up the kingdom of God on the earth through four
primary ministry thrusts: missions, churches, schools, and media. Over one century has
passed since the founding, and the world has entered a new millennium. As the Pillar of
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Fire moves forward into the twenty-first century, its past must be reexamined and the
founding passion and purpose reldndled. The following is a brief historical overview.
The Pillar of Fire was formally organized as a church in Denver, Colorado, on 29
December 1901 and incorporated on 20 March 1902 (A. White, Storv 203, 229). It was
incorporated under the name of "Pentecostal Union Church." The name was formally
changed to "Pillar of Fire" in 1917. The Pillar of Fire was just one of many
denominations and organizations that emerged around the turn of the twentieth century as
holiness revivals spread across the country. This holiness revival was a significant
movement that spawned such organizations as the Church of God (Anderson), Church of
the Nazarene, the Wesleyan Church, and the Christian and Missionary Alliance (Reid,
Linden, Shelley, and Stout 546-47). Other denominations have either merged with other
bodies or ceased to exist, but the Pillar of Fire remains an independent, evangelical,
Christian organization.
Central to the founding and past of the Pillar of Fire is the life of AlmaWhite.
Alma cofounded the movement with her husband Kent who was an ordained elder in the
Methodist Episcopal Church. Alma was bom Mollie Alma Bridwell on 16 June 1862 in
Lewis County, Kentucky, and was the seventh of eleven children bom to Mary Ann and
William Moncure Bridwell (A. White, Story 1, 9). Alma was raised attending a
Methodist Episcopal congregation. As a young girl, she was very sensitive to spiritual
things and at age nine became deeply convicted of her sin and separation from God
(Looking 9-13). Alma's earnest seeking to become a Christian continued until November
1878 when a Methodist minister named W. B. Godbey held meetings in her
neighborhood. Rev. Godbey was a holiness preacher who became a widely known
revivalist preacher and holiness author. On 7 November 1878 during prayer with Rev.
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Godbey, Alma was bom again at age sixteen (19-22). Godbey had a Hfelong influence
upon Alma and the Pillar of Fire. He also had significant influence on the founding of
God's Bible School in Cincinnati, Ohio, and to a lesser extent, Asbury College in
Wilmore, Kentucky. Godbey' s extensive influence in nineteenth century evangelicalism
and specifically the Wesleyan hoHness movement is well recognized (Dieter 98;
Hamilton 125-35).
Alma went on to become a certified teacher and taught in Kentucky, Montana,
and Utah. During this time she learned more of the experience of sanctification as
proclaimed by John Wesley and later by the Methodist holiness movement that was well
under way in America. She eamestly sought this deeper experience of the Spirit (A.
White, Looking 79-95). Also while in Montana in 1883, Alma first met Kent White. Kent
was living and working in the area and had recently been licensed as a local Methodist
Episcopal preacher. Six months after this meeting, Kent enrolled for formal ministerial
training at Denver Seminary in Denver, Colorado. For the next three years Alma and
Kent corresponded frequently through letters (Story 236).
Alma and Kent were engaged in November 1886. In the summer of 1887, Alma
traveled to Colorado to join Kent in his studies. They were married on 21 December 1887
in the Asbury Methodist Episcopal Church (A. White, Looking 1 1 1-17). Shortly
thereafter. Alma felt confirmation that the Lord had also called her to preach. She was
convinced that the Bible taught no gender distinctions when speaking of the call to preach
the gospel or any other role within the church (Story 310-11).
Two sons (Arthur and Ray) were bom to Alma and Kent while Kent was an
ordained Methodist pastor in Colorado. In March 1893 Alma had a growing hunger for a
sanctifying work of God in her life. This hunger grew to a point of desperation and
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spiritual agony. Alma felt she could not continue to live without this deeper touch of
God. She had read many books and heard numerous sermons on the topic of
sancdfication and had spent endless hours seeking this experience in prayer. She now
read M. W. Knapp's book on sanctification entitled Out of Egvpt into Canaan. Knapp
went on to become a founder of the Pilgrim Holiness (Wesleyan) Church and God's
Bible School in Cincinnati (Kostlevy 156, 206-07). Two days after reading this book,
Alma had a powerful sanctification experience that left her forever conscious of the Holy
Spirit's presence in her life. She now felt called and empowered to preach both the
message of salvation and holiness boldly (A. White, Looking 167-70).
In the summer of 1893, Alma and Kent White were instrumental in the formation
of the Colorado HoUness Association. The founding of this association corresponded to
the growth of the Wesleyan holiness movement nationally. The central purpose of this
association, and other similar organizations formed throughout the country, was the
proclamation and promotion of bibhcal holiness (Kostlevy 38-39). Upon Alma's
invitation, W. B. Godbey spoke at the first annual meeting (A. White, Looking 242-43).
During this time, the Whites began holding Thursday afternoon holiness meetings in their
home, following the pattern of Phoebe Palmer and other leaders within the holiness
movement who held weekly meetings for the promotion of biblical holiness. Alma also
began holding street meetings and preaching in the open air. They held their first tent
meeting on 16 June 1896, Alma's thirty-fourth birthday (Story 93). Soon missions were
organized, and by 1900 Alma reports she had personally held more than three thousand
services as well as trained missionaries and supervised five regularly organized missions
(79-80).
In the spring of 1901, Alma and her mother traveled to Chicago to attend the
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General Holiness Convention. Here she listened to Rev. M. W. Knapp and Rev. Seth C.
Rees. Rees went on with Knapp and C. W. Ruth to found the Pilgrim Holiness Church,
now known as the Wesleyan Church. The messages Alma heard at this conference fueled
her growing conviction of the need to form an independent denomination (A. White,
Storv 185-86). On 21 December 1901 the "Pentecostal Union Church" (name changed to
Pillar of Fire in 1917) was formed, and communion was administered for the first time
(54). Alma was ordained in March 1902 at the hand of five ministers including her
husband Kent (227-29).
The doctrine of the Pillar of Fire has always been biblically orthodox and fully
consistent with the teachings of the Wesleyan holiness movement. Alma's goal was to
return the church to embracing the teachings of Scripture especially as understood and
taught by John Wesley, the founder of Methodism. She was not alone in this endeavor.
Most of the founders of independent Wesleyan holiness churches had begun by trying to
reform the Methodist Episcopal Church. When this reform did not happen, they founded
independent movements based on John Wesley's teachings and early Methodism
(Stanley, "Alma White: Holiness Preacher" 200-03).
Alma was highly energetic and committed to engaging culture with the gospel.
She was determined to be used of God as an agent in transforming the world. In addition
to enthusiasdcally proclaiming the message of bibhcal holiness, under Alma's leadership,
the Pillar of Fire was also very active in such things as the temperance movement and the
early women's liberadon movement. Issues like temperance and equality of the sexes,
including women in ministry, were consistent with the Wesleyan holiness movement at
large (Stanley, Feminist 2, 98-105). The Pillar ofFire produced regular periodicals
regarding these and other issues. In 1924 Alma founded the periodical Woman's Chains.
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which was a magazine devoted to the issue of women's rights to vote and to equal
treatment, access, and opportunity with men in politics, religion, and life. The Pillar of
Fire was the first denomination to endorse the Equal Rights Amendment after it was
submitted to Congress in December 1923 (Stanley, "Alma White and the Pillar" 281;
Lawrence 15).
Typical of many churches and organizations, the Pillar of Fire was founded and
led by a dynamic visionary with a strong personality. The founding and early decades of
the Pillar of Fire fit comfortably within the charismatic leadership model discussed by
authors like David Moberg (95-96, 1 16). Though founded in 1901 by Kent and Alma
White, Alma was clearly the dominant leader from its inception until her death in 1946.
Unfortunately, Kent and Alma's marriage struggled very early on and then became
deeply troubled in 1909. Periods of on and off separation lasted until 1913, at which point
after twenty-one years, they remained separated until Kent's death in 1940. Kent
withdrew his church membership in 1909 and soon after formally affiliated with a
Pentecostal church known as the Apostolic Faith Church headquartered in Bournemouth,
England. He ministered with this church until shortly before his death (A. White, Storv
213, 262).
Alma was a passionate woman of God who sought to serve Him obediently,
courageously, and without compromise. She was a woman of many gifts who also had
her share of flaws. Alma's leadership style was autocratic. She was a visionary whose
strengths included the ability to attract followers to the Lord and motivate them to
wholeheartedly devote themselves to service and to live by faith. In the midst of a busy
schedule with much activity, Alma maintained a strong emphasis on personal and
corporate prayer in the life and ministry of the Pillar of Fire. She prayed and sought for
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direction from the Lord. As a pioneer, Alma blazed new trails and made her share of
mistakes. While often compassionate, she could also be harsh in her treatment of those
who disagreed with her or with whom she was displeased. This treatment at dmes
resulted in such persons voluntarily or involuntarily leaving the Pillar of Fire. Until her
death in 1946, Alma maintained a strong hand in all of the functions of the Pillar ofFire
(W. Konkel; Dallenbach. Personal interview).
Under Alma's leadership, the Pillar ofFire continued to expand its ministries
during the first half of the twentieth century. Two colleges were begun, and
approximately forty primary and secondary schools were founded. The Pillar of Fire
purchased and received license for its first radio station (KPOF, Denver) on 8 March
1928, its second (WAWZ, Zarephath the AM station) 15 March 1931-then FM 22
August 1953, and its third (WAKW, Cincinnati) 22 October 1961. In 1909 the Pillar of
Fire began its first mission program in London, England. In addition to churches, schools,
missions, and radio, the Pillar of Fire has been significantly involved in the publication
and distribution of Christian literature. At one time the production of books, tracts, and
magazines was a central part of the missionary endeavor and outreach for the
organization. Currently, The Pillar Magazine, with a subscription list of less than two
thousand, is the primary publication remaining in addition to some ministry newsletters.
The Pillar of Fire experienced some impressive growth during the years under
Alma White's leadership. She was gifted in positioning people and resources in order to
launch new programs, but not as successful in developing leadership and an effective
organizational structure that could nurture innovation and sustain growth. Alma died in
1946. Her younger son, Ray, died the same year. Her older son Arthur, who had been
consecrated a bishop in 1932, became the second president and general superintendent of
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the Pillar of Fire. In 1976, Arthur's daughter Arlene White Lawrence assumed the
leadership role until 1984 when Donald J. Wolfram was elected president and general
superintendent. Since the summer of 2000, Robert B. Dallenbach has been serving as the
Pillar of Fire's fifth elected president and general superintendent (see Table 1).
Table 1. Leadership Timeline
Position of President/General Superintendent ofPillar of Fire
Name Year Started in Office Year Ended in Office
Alma White 1901 1946
Arthur K. White 1946 1976
Arlene W. Lawrence 1976 1984
Donald J. Wolfram 1984 2000
Robert B. Dallenbach 2000 Present
Alma White's death in 1946, and the death of her son Ray later that year, left the
Pillar of Fire without its former strength of leadership and vision. The Pillar of Fire soon
experienced areas of plateau. Most of the missionary outposts with churches and schools
Alma had begun never developed to the point where they were positioned for long-term
sustainability. Even though the majority of these mission churches and schools were
closed through the years, some areas of growth and expansion did take place. These areas
included extensive growth of foreign missions as well as expansion of the radio network
into Cincinnati, Ohio, and the development of an educational and church ministry
complex in Pacifica, California. Overall, however, the organizational picture is not one of
consistent health, and the Pillar of Fire has struggled at times to remain vibrant and
growing (see Appendix A).
The Pillar of Fire is no different than other churches or religious and secular
organizations in this regard. All organizations have lifecycles that correlate with
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numerous societal and internal factors. Moberg discusses the five lifecycles of the church
from incipient organization to disintegration if innovation and fresh vision do not bring
renewal (118-25). A similar lifecycle is also well documented in corporate literature
(Adizes xiii-xv). Society changes, and the church or organizadon must respond and adapt
to these changes without compromising enduring purpose and values. Healthy change
must be driven by the organization's purpose and guided by its core values. If a church or
organization does not alter its structure and operations, it will inevitably follow a course
to extinction (CoUins and Porras xix).
Pillar of Fire ministries within the United States currentiy include only seven
churches, three radio stations, five primary and secondary schools, two colleges (one of
which is accredited), a biannual magazine, and numerous special outreach programs (see
Table 2 and Appendix B).
Table 2. Pillar of Fire Current Ministry Overview
MINISTRY LOCATION
International headquarters Zarephath, New Jersey
Local churches (USA) Los Angeles, California
Pacifica, California
Denver, Colorado
Westminster, Colorado
Zarephath, New Jersey
Cincinnati, Ohio
Winbume, Pennsylvania
Schools: primary and
secondary
Los Angeles, California
Pacifica, California
Westminster, Colorado
Zarephath, New Jersey
Cincinnati, Ohio
Schools: post secondary Westminster, Colorado (Belleview Christian College)
Zarephath, New Jersey (Somerset Christian College)
Radio stations Westminster, Colorado (KPOF)
Zarephath, New Jersey (WAWZ/STAR 99. 1)
Cincinnati, Ohio (WAKW)
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In addition, the Pillar of Fire has a missions presence in India, Malawi, Nigeria,
Liberia, England, and Costa Rica (see Table 3).
Table 3. Pillar of Fire Current Missions Overview
Mission No, of No. of No. of No. of Other Outreaches
Location Churches Schools Missionaries
and Pastors
Attendees
London,
England
I 0 5 50 Bi-monthly periodical
International student housing
Liberia 16 2 25 2,000 None
Nigeria 8 1 16 750 None
India 51 3 91 18,700 3 Day care centers
6 Children's homes
1 Home for widows
1 Mission hospital
2 Soup kitchens
6 Sewing centers
Small business loans
Cassette/literature ministry
Malawi 43 1 12 4,968 None
Costa 6 0 4 295 1 Soup kitchen
Rica
Pillar of Fire's worldwide local church membership/attendance is estimated to be
around twenty-eight thousand with all but approximately one thousand of these
represented in foreign mission fields. In recent years, some churches and ministries of the
Pillar ofFire have begun to show glimpses of great potential for the work of God's
kingdom. These glimpses have resulted in a compelling motivation for this project and
for my personal ministry/leadership role within the Pillar of Fire.
Problem Formation
The Pillar of Fire has operated for a century under an organizational structure
consistent with its book Discipline of the Pillar of Fire Church. The Discipline outlines a
hierarchical organizational structure consistent with other Methodist/Episcopal bodies of
similar roots. In July 2001, a revised Pillar of Fire Discipline was approved and adopted
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and printed in 2002. The only significant revision prior to this was in 1926. The recent
DiscipHne revision does not alter or further develop the organizational structure
originally established in the constitution and bylaws (Dallenbach 24-27).
Key leadership of the Pillar of Fire falls to the president/general superintendent.
The vice president/assistant superintendent and additional five members of the Central
Board of Trustees serve under the president. Individual state boards exist for California,
Ohio, Colorado, and New Jersey. The relationship and lines of authority between the state
boards and Central Board are not always clear, though the Discipline designates ultimate
control of the land and assets to the Central Board of Trustees. State regulations and local
charters determine the structure, operation, and authority of these state boards. The New
Jersey Board is comprised exclusively of the Central Board of Trustees while the other
state boards can and do have non-Central Board members (see Figure I).
President/General
Superintendent
I
VP/Assistant General
Superintendent
1
Central Board \
CA Board CO Board �1 OH Board NJ Board
I I , I 1
gjgff I Staff Staff
'
Staff
'
Figure 1. Pillar ofFire Current Organizational Chart
Central Board members are nominated by the president/general superintendent
and elected to three-year terms by the Pillar of Fire full membership present or by proxy
at the annual conference. Eligibility to become a full member of the Pillar of Fire
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includes such criteria as working under the direct appointment and authority of the
general superintendent, being subject to the guidelines and regulations of the Pillar of
Fire Discipline, and worship and involvement in ministry at a local Pillar of Fire church
when available. Further, full membership often involves the provision of housing and/or a
modest stipend or salary.
Approximately 150 people in the United States are full members and are allowed
to vote on Central Board of Trustee members. Trustees are elected to three-year terms
with the exception of the president who is elected to a four-year term. Presently, an
individual can be nominated and elected to serve an unlimited number of terms
(Dallenbach, Discipline 24-27).
The seven Central Board members, including the president and vice president all
have other demanding ministry responsibilities. These servants of Christ have almost all
served faithfully within the Pillar of Fire for decades. Central Board members are very
committed but have understandable limitations of time, energy, and expertise. Beyond
spiritual maturity and being an ordained elder, the Discipline lists no specific
qualifications or expertise required for nomination to the Central Board (Dallenbach 24-
27, 98).
Some of the ministries of the Pillar of Fire are currently healthy and growing.
Growth is good news, but it also has created an organizational stretch. Growth brings
with it expanded staff and human resource management issues as well as such things as
increasing physical plant demands and budget expenditures that often are not offset by
ministry income. Additional organizational factors come into play including such things
as effective strategic planning, quality assurance measures, a unified vision and
philosophy, and other critical leadership and management issues. The president and
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Central Board members must give proactive leadership to the diverse ministries of the
Pillar of Fire. This has proven difficult due to the absence of an effective layer of
personnel under the board comprised of competent manager/leaders who have
demonstrated gifts and expertise in their specified area of oversight. Currently, no
effective management/leadership layer exists between the Central Board of Trustees and
those in oversight of individual ministries, and items demanding the attention of the
president/general superintendent are often of the nature of de facto problem solving and
crisis management. A systematic effort to bring a shared unity and momentum to the
Pillar of Fire's purpose-driven initiatives is lacking. Much of the Central Board's time is
consumed by the urgent instead of vital leadership roles such as vision casting, goal
setting, leadership development, performance analysis, outcome assessment, and
accountability for the ministries.
Problem Assessment
The Pillar of Fire suffers for the lack of a clearly recognized and embraced
organizational purpose and a corresponding purpose-driven organizational structure to
move it forward effectively. Purpose and structure can be seen as two of the aspects or
frames with which to view any organization. Bolman and Deal define organizational
frames as "both windows on the world and lenses that bring the world into focus" (12).
Their four-frame model includes structural, human resource, political, and symbolic
frames through which to view an organization. All of these frames are important, but this
study on the Pillar of Fire is limited to examination of the organization's purpose (part of
the "symbolic frame") and the organization's structure as it relates to this purpose.
Defining the Purpose
In their groundbreaking book, Built to Last, Collins and Porras present their
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research findings on the successful habits of highly effective visionary corporations.
Being intentionally purpose driven is one of the essential corporate habits identified:
Contrary to popular wisdom, the proper first response to a changing world
is not to ask, "How should we change?" but rather to ask, "What do we
stand for and why do we exist?" This should never change. And then feel
free to change everything else, (iv)
Visionary companies work first to distinguish clearly their enduring purpose and core
values, which must not change, from their structure, strategies, and operations that must
change to be effective and profitable (iv). The same needs to be true of a Christian
organization like the Pillar of Fire.
The current literature on organizational leadership shows a strong consensus that
an organization's purpose should be expressed in a statement, and that statement should
be brief. Most believe the length should be a paragraph or less, and many think it should
be as concise as one sentence. In his influential book, entitled The Purpose-Driven
Church, Pastor Rick Warren states, "Condensing your purpose statement into a single
sentence is absolutely important" (99). Warren also emphasizes that the purpose or
mission of a local church must be biblical, specific, transferable, and measurable (100-
01). While Warren's book is focused on the purpose and ministry of a local church, I
believe the principles are biblical, supported by organizational and business research, and
are transferable to other organizations of varying complexity like the Pillar of Fire.
Defining the purpose or mission of an organization is an essential role of
leadership (Warren 42; Collins and Porras xiv, xv). In a general sense, the purpose of
churches and Christian organizations is to spread the gospel and build up the kingdom of
God; however, the purpose of individual organizations needs to be much more specific
and well defined. Warren relates this principle to churches:
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The starting point of every church should be the question, "Why do we
exist?" Until you know what your church exists for, you have no
foundation, no motivation and no direction for ministry. If you serve in an
existing church that has plateaued, is declining, or is simply discouraged,
your most important task is to redefine your purpose. Forget everything
else until you have established it in the minds of your members. . . .
Absolutely nothing will revitalize a discouraged church faster than
rediscovering its purpose. (81)
Warren's insightful observation is consistent with a growing reservoir of leadership
research including both for profit and nonprofit organizations. After a century of
existence, operation, and struggles, the Pillar of Fire needs a vital rediscovery of its
driving purpose.
Purpose-A Theological Foundation
Purpose is central to all of God's activities as revealed through Scripture. His
covenant with Abraham gives evidence of this centrality. As God placed a call on
Abram' s life to leave his country and his people, God also revealed the purpose of this
calling:
I will make you into a great nation and I will bless you; I will make your
name great and you will be a blessing. I will bless those who bless you,
and whoever curses you I will curse; and all peoples on the earth will be
blessed through you. (Gen. 12:2-3)
The Lord gave Abram the new name of Abraham to reinforce this purpose (Gen. 17:1-8).
His new name meant "father of many nations." Whenever Abraham heard his name, it
was a reminder of the larger purpose of God upon his life.
The journey was often difficult for Abraham, but he believed God and stayed true
to God's revealed purpose for his life. Through the generations God reviewed and
renewed his covenantal purpose with Abraham's descendants, beginning with Isaac and
Jacob and continuing through Moses and the prophets to the coming of the Messiah. God
remained faithful to his purpose even when the descendants of Abraham turned away
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from him.
Moses was a fugitive shepherd when God called to him from the burning bush.
God revealed that he had chosen Moses to lead his people out of captivity in Egypt.
Moses asked for God's name so that he could tell Pharaoh and the children of Israel who
had sent him. In response, God revealed his name to Moses and stated that he was the
God of Abraham, Isaac, and Jacob. In making this statement, God made the link back to
his covenant purpose for the children of Israel, confirming that this covenant had not
been forgotten through the passage of dme (Exod. 3:1-17). The journey was often
difficult for Moses and the children of Israel. God led them through the desert with a
cloud by day and pillar of fire at night. During this time in the wilderness, God laid down
the framework that would help to fulfill his purpose to make Israel a great nation through
whom all the peoples of the world would be blessed.
Through the centuries the Lord spoke through the prophets to remind the children
of Israel of the covenant and God's purpose for them. They were to be a people who
followed the only true and living God and made him known to the world. Through them
God would raise up the Messiah who would bring salvation and thus blessing to all
nations and peoples. Moses informed Israel, "The Lord your God will raise up for you a
prophet like me from among your own brothers. You must listen to him" (Deut. 18:15).
Isaiah also prophesied about the Messiah:
A shoot will come up from the stump of Jesse; from his roots a Branch
will bear fruit. The Spirit of the Lord will rest on him-the Spirit of
wisdom and of understanding, the Spirit of counsel and power, the Spirit
of knowledge and of the fear of the Lord-and he will delight in the fear of
the Lord. He will not judge by what he sees with his eyes, or decide by
what he hears with his ears; but with righteousness he will judge the
needy, with justice he will give decisions for the poor of the earth. He will
strike the earth with the rod of his mouth; with the breath of his lips he
will slay the wicked. Righteousness will be his belt and faithfulness the
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sash around his waist. ... In that day the Root of Jesse will stand as a
banner for the peoples; the nadons will rally to him, and his place of rest
will be glorious. (Isa. 11:1-5, 10)
With great passion the prophet Jeremiah declared that God had been faithful to his
covenant with Israel, but they had not been faithful to him. God now proclaimed that he
was going to make a new covenant with the house of Israel. This would be a covenant of
the heart that would bring forgiveness of sin and righteousness. This covenant would be
estabhshed through the Messiah, the "righteous Branch ofDavid" (Jer. 31: 31-34; 33:15-
16). Centuries later Peter proclaimed that this prophecy had been fulfilled and the
covenant fully established in Jesus Christ, "All the prophets testify about him that
everyone who believes in him receives forgiveness of sins through his name" (Acts
10:43).
The importance of a clear and compelling purpose is evidenced very clearly in the
life and teachings of the Lord Jesus Christ. Jesus began his ministry by proclaiming his
purpose. The Gospel of Luke records that one day Jesus went to Nazareth, the town in
which he had been raised. On the Sabbath day, he went to the synagogue where he stood
up to read:
The scroll of the prophet Isaiah was handed to him. Unrolling it, he found
the place where it was written: "The Spirit of the Lord is on me, because
he has anointed me to preach good news to the poor. He has sent me to
proclaim freedom for the prisoners and recovery of sight for the blind, to
release the oppressed, to proclaim the year of the Lord's favor." (Luke
4:18-19)
After reading this Scripture, Jesus told those assembled that these words from Isaiah were
fulfilled that day. This announcement of his mission was not well received by those who
did not accept his claim to be the Messiah, but Jesus was true to his word and his
purpose.
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From that day forward, Jesus intentionally sought out those who would follow
him and embrace his purpose. Jesus gathered around him a group of men whom he
taught, mentored, redeemed, transformed, and empowered to be faithful to the purpose
the Father has sent him to fulfill. Regularly through his teachings, relationships, and
miracles, Jesus took the opportunity to reinforce the purpose. The Gospel of Luke records
another purpose statement of Jesus: "The reason for which the Son ofMan has come is to
seek and save the lost" (Luke 19:10). Matthew records the final words Jesus spoke to his
followers before ascending to heaven after the resurrection:
All authority in heaven and on earth has been given to me. Therefore go
and make disciples of all nations, baptizing them in the name of the Father
and of the Son and of the Holy Spirit, and teaching them to obey
everything I have commanded to you. And surely I am with you always, to
the very end of the age. (Matt. 28:18-19)
With these words Jesus again gave renewed focus to the purpose he had entrusted to his
followers. Followers of Christ and Christian organizations must embrace this same
purpose today.
Purpose and the Pillar of Fire
For nearly a century, the multiple ministries of the Pillar of Fire were operated
and sustained by incredibly committed men and women, who for the most part had direct
first or second-generation connections to the organization. These men and women had
been strongly influenced by the mission of the Pillar of Fire as a religious, educational,
and benevolent organization with a unique purpose and passion for the proclamation of
biblical holiness. In most cases, these men and women or their parents knew Alma White
directly. They laid aside everything to enter the Pillar of Fire with no salary and to share
all things in common, as they were consciously following what they understood to be the
principles of the early Church. With these roots and an amazing degree of commitment
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and prayer, the Pillar of Fire was established and sustained for nearly a century. Times
have changed and the culture and ethos of the Pillar of Fire are also changing.
Only a few first generation Pillar of Fire members are still alive. Second
generation Pillar members are also aging and small in number. Throughout the
organization, only a handful of third generation Pillar of Fire members remain. The
majority of those now affiliated with the Pillar ofFire have no connection to the founding
or the founders of the organization. They have become affiliated as local church members
or as salaried staff members. These men and women love the Lord and have made a
commitment to serve him but in most cases have limited understanding of the roots and
driving purpose of the Pillar of Fire. As we have entered a new millennium and the Pillar
of Fire has just celebrated one hundred years ofministry as an evangelical Christian
organization, the Pillar needs to rediscover its specific purpose for existence. The formal
purpose of the Pillar of Fire remains unchanged since its inception in 1901. Article II of
the Pillar of Fire's Constitution contains the founding purpose of the Pillar of Fire Church
as a faith-based, nonprofit organization:
The purposes for which this organization is formed are the building up of
the Kingdom of God in the earth through the preaching of the Gospel; the
publication and circulation of religious literature; the establishment and
maintenance of schools for both secular and religious instruction, with all
necessary adjuncts for their support and efficiency; the establishment and
maintenance of churches for the spreading of the Gospel; the engaging in
works of education, benevolence, patriotism, charity, and missions
everywhere, and the building up of Christian character among all people.
(R. White 29)
The 2002 Discipline of the Pillar of Fire Church contains a lengthy page-and-a-half
expansion of this purpose statement that for legal reasons encompasses a broad array of
programs and activities (Dallenbach 34-35). The core purpose, however, remains
unchanged. This purpose includes the proclamation of the doctrine and experience of
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entire sanctification and helping people respond to God's call to love him with entire
heart, soul, mind, and strength, and to love others as themselves (13-14). The scope of
this study was not to question or alter the Pillar of Fire's historic purpose. Rather, the
worthy purpose as expressed needs to be understood and championed by the Pillar of Fire
leadership and embraced by the Pillar of Fire staff and constituency. Consistent with this
purpose statement, the Pillar of Fire historically has engaged in "the building up of the
kingdom of God in the earth" (23-24) through four primary thrusts ofministry: missions,
churches, schools, and media (literature and radio). Through prayer, vision casting,
organizational restructuring, and strategic planning, the time has come to reaffirm this
purpose and these ministry thrusts with renewed vigor for effective ministry in the new
millennium.
The need for this renewed focus on organizational purpose is evident throughout
the Pillar ofFire ministries. The cohesiveness and communication within the Pillar's four
primary ministry thrusts is insufficient. First, while the Pillar of Fire's foreign missions
has a Director of Missions and some initial steps toward a supportive organizational
structure have been made, it is still in the early stages and must continue to develop with
proper leadership, support, and accountability. Communication among the Director of
Missions and the president/general superintendent and the Central Board is insufficient.
Communication is also lacking between the Director of Missions or a missions
representative and the Pillar of Fire local churches. Consequently, the needs,
opportunities, and activities of Pillar of Fire missions are not well represented to the local
church membership, and thus little ownership or support is given by local church
members. Also lacking is a well-defined vision for Pillar of Fire missions globally
coupled with a strategic plan to see the vision realized. On the positive side, a missions
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board has been formed that includes representatives from various Pillar of Fire ministries;
however, this board's function is underdeveloped and underutilized. These are some of
the central issues that need to be addressed if the Pillar's missions thrust is to grow in
health and impact.
Second, no clear purpose, identity, or connectedness is evident for the ministry of
the local church. For example, the small numbers of Pillar of Fire churches in the United
States differ greatly in structure, governance, and membership practices. Collaboration
and synergy among the pastors is lacking. The Pillar of Fire does not have a
superintendent or overseer of local church ministries who works proactively to support,
guide, and bring accountability to the pastors and churches. In short, no one in the Pillar
of Fire is positioned to champion effectively the cause of the local church ministry. Issues
of pastoral appointment, support, and accountability, as well as church growth and church
planting, simply are not addressed in any significant or proactive way. Only two local
congregations show good growth so the overall picture of the local church ministry is not
healthy. The Central Board responds as best it can, but its involvement is typically
reactive, and no member of the board has strong pastoral experience.
Next, this struggle of purpose and identity is true also of the educational
ministries of the Pillar ofFire. Pillar of Fire schools lack a champion and clear model to
follow. Currently, no national standard exists for Pillar of Fire academies regarding such
things as teacher qualification and development, curriculum, or the spiritual formation of
students. None of the five academies is currently accredited, and only one of the two
colleges is accredited. An encouraging note is that a consultant was recently hired, and a
review was performed on all five academies with the goal of moving each of them on
toward accreditation with the Association of Christian Schools International (ACSI). The
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Central Board and respective state boards of the Pillar of Fire must now respond to the
consultant's recommendations if the schools are to move forward toward accreditation
and some consistent national standards. Once again, no national representative is in place
to have regular communication with school principals to champion the cause of Christian
education and to give guidance, support, and accountability. Most of the schools lack a
developed strategic plan as well as a developed annual budget within which to operate.
Questions regarding innovative delivery and whether the Pillar of Fire should be planting
other schools are not being asked, and synergistic relationships between school
administrators are absent. These issues must be addressed.
Finally, the Pillar of Fire needs renewed focus on organizational purpose as it
relates to its media thrust. Christian radio is clearly a major outreach ministry for the
Pillar ofFire. It operates three Christian radio stations in major markets, each station with
varying levels of effectiveness. Recent dramatic changes have been made in one of the
station's management and two of the stations' formats, and early indications are
promising from these changes. While this is encouraging, once again, no national director
of media is positioned to look comprehensively at our three stations and help set the
course for the future based on informed data or to maintain regular contact with the
station general managers to give guidance, support, and accountability in such areas as
programming, budgeting, and strategic planning. Currently, the president/general
superintendent of the Pillar of Fire also serves as the network coordinator. Such
responsibilities are too great for any single individual. Although the Pillar of Fire has the
oldest religious radio network in the country, it has not added a station since 1961. This
lack of growth may be God's will but may also issue from a lack of clear vision and
purpose-driven structure to help realize network expansion. The recent hiring of a radio
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consultant to work with the Central Board and station managers in addressing some of
these issues is a positive initial step.
In addition to radio, the Pillar of Fire has also been involved in the publication of
religious literature. The primary remaining endeavor is The Pillar Magazine that has
recently moved from monthly to biannual. The Pillar Magazine has a subscription list of
less than two thousand. It operates with a notable financial deficit each year. Recent
measures to improve the look and quality of the magazine have been helpful but have not
resulted in increased subscriptions or improved finances. The future of the magazine
needs to be considered as part of the overall media thrust of the Pillar of Fire.
The president/general superintendent, vice president/assistant superintendent, and
other Central Board members care deeply about all these issues. They have dedicated
their lives to serving God within the Pillar of Fire and have poured their hearts and souls
into the ministry. Effective leadership, however, has been hampered by an insufficient
purpose-driven organizational structure. This organizational structure needs to be refined
for greater health and effectiveness in pursuing the organization's purpose.
In my own role as president of Somerset Christian College and Central Board of
Trustee member, I regularly come in contact with people who are intrigued by the
ministries of the Pillar of Fire. As they look deeper, however, questions often emerge.
The issues of concern include whether the Pillar of Fire really is committed to the
ministry of the local church and, if so, why after one hundred years ofministry Pillar only
has a handful of churches in the United States. Also of concern is why the Pillar of Fire is
the oldest religious radio network in the country yet has only three radio stations when
many younger networks have more station outiets. People ask what the Pillar of Fire's
future plans and vision are for its missions, churches, schools, and media and what is
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being done to realize this vision. These are valid questions and concerns to which the
Pillar of Fire needs to respond. Its response is cridcal and will impact everything from
staff recruitment to operations and donor support. Ultimately, the response will impact
the kingdom of God and eternity.
An organization must be clear on its purpose for existence. People who sense a
call from the Lord need to know to what they are committing themselves. This purpose
will guide and motivate them. The purpose of the Pillar of Fire as stated in the Discipline
must be communicated with renewed clarity and passion. The next step is then to
recognize the Pillar of Fire's historic four primary, purpose-driven ministry thrusts and
staff them intentionally with gifted people who will work under the Central Board to
champion these ministries.
The Need for Structure
Imagine the human body without a skeleton to protect its vital organs and to
provide the opportunity for transmitting energy into productive action. The skeletal
structure is a central component of the body's health and movement. Growth cannot be
accommodated and sustained without corresponding structural alteration to support it.
This is true also for the organization. Organizational structure is to the institution what
skeletal structure is to the body. The necessity of ongoing assessment and alteration of an
organization's structure has been clearly recognized in the for-profit world. This
understanding gained renewed corporate focus in the 1980s when " corporate
restructuring" became a very common practice (Drucker, Innovation 19-20, 24). Bolman
and Deal state, "Every organization must either find a design that works or reorganize-or
ultimately it will fail" (47). The appropriate structure is largely determined by the
organizational purpose.
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Organizational Structure-A Theological Foundation
The Old Testament books of Ezra and Nehemiah are excellent examples of the
necessity of both purpose and structure. Because of unrighteousness and a turning away
from its covenant with the Lord, Israel had been conquered by Babylon and endured
years of captivity under Babylon and Persia. The book of Ezra begins with the decree of
Cyrus, king of Persia, that the Jews could now return to Jerusalem. At least two problems
existed. First, during the years of captivity, the Jews had intermarried and adopted many
of the religious and social customs of these nations. They had lost their unique identity as
a covenant people of the living God. Second, they had no real home to which to return
because the temple and Jerusalem had been essentially destroyed and abandoned.
The return of the exiles to Jerusalem began around 537 BC, but Israel did not
eamestly seek the Lord and regain its identity as a chosen people. This began to change
about forty years later when Ezra the priest returned with the second wave of exiles. Ezra
established the clear purpose of Israel's need to regain its identity as the covenant people
of God. He led the people into confession and repentance and then began to rid them of
the customs adopted from the nations under whom they had been exiled.
One hundred years after the exiles began to retum to Jemsalem, the walls of the
city remained in mins. The arrival of Nehemiah, the appointed governor, brought a
change. Nehemiah was passionate about the purpose for Israel to regain its identity and
knew this would require boundaries and stmcture. He motivated and organized the
people to rise up and rebuild the walls. The various families and tribes were organized
and stmctured with specific assignments for which they were responsible and
accountable. Despite much opposition and danger, Nehemiah kept them focused, diligent,
and reliant on God. The clarity of purpose and effectiveness of the organizational
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structure established by Nehemiah was such that the wall was rebuilt in fifty-two days.
With this significant task now accomplished, the ultimate purpose continued of regaining
the covenant identity of Israel.
The records of Ezra and Nehemiah are an example of the synergistic roles of
purpose and structure. This synergy is also seen clearly in the life and ministry of Jesus.
As recorded in the fourth chapter of Luke, Jesus launched his public ministry by reading
in the synagogue from the prophet Isaiah. In so doing he proclaimed the purpose for
which he had come. Establishing and articulating a clearministry purpose was essential.
Jesus then gave organizational structure to the Church that he was establishing for the
effective working out of this purpose. He chose twelve men in whom he invested much
time in mentoring and discipleship. These twelve Apostles were key to the initial growth
and leadership of the Church and the fulfillment of the mission of Christ.
When the promised Holy Spirit fell at Pentecost, the Church was bom and given
shape by virtue of the Spirit's distribution of gifts. Believers shared all things in common
(Acts 4:32-37) but began to recognize the diversity in ministry calling based upon the
gifts and roles given to them by the Holy Spirit. Early in the life of the Church, a
complaint was brought forth regarding the neglecting of the needs of Greek-speaking
widows at Jemsalem. The complaint was valid, yet the Apostles recognized their calling
and ministry purpose to focus on prayer and the preaching/teaching of the word.
Gathering together the multitude of disciples, the Apostles instmcted that seven men of
good reputation and full of the Holy Spirit be appointed to champion this aspect of the
Church's purpose (Acts 6:1-6). The Apostles were establishing a purpose-driven
organizational stmcture for the needs and opportunities of the early Church.
Scripture often uses imagery of the Church being the body of Christ. Although
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having different gifts and different functions, the Church functions as one body. Similar
to the human body, God has bound us together with different functions but with the same
purpose. Ephesians 4:11-12 states, "It was he who gave some to be apostles, some to be
prophets, some to be evangelists, and some to be pastors and teachers, to prepare people
for works of service, so that the body of Christ may be built up." Based on the gifting of
the Holy Spirit, God calls and creates a purpose-driven body to ensure the
accomplishment of the Church's mission. The purpose-driven model affirmed in this
paper is consistent with this scriptural principle and imagery. Purpose is the foundational
reason for existence, and the structure serves as the skeleton that allows for proper
support, growth, movement, and health to accomplish that purpose.
Organizational Structure and the Pillar of Fire
Structure, like the skeleton, provides stability and enables healthy function,
movement, and growth. The lack of purpose-driven organizational structure in the Pillar
of Fire has presented a major barrier to organizational efficiency and growth. This lack of
structure results in frustration on the parts of the Central Board of Trustees, local boards,
Pillar of Fire members, and staff Peter Drucker writes about the need for structural
transparency:
There are indeed some "principles" of organization. One is surely that an
organization has to be transparent. People have to know and have to
understand the organizational structure they are supposed to work in. This
sounds obvious-but it is far too often violated in most institutions.
(Management 13)
The administrative and management structure of the Pillar of Fire has never been
systematically linked to provide the healthy support, communication, and accountability
needed by the ministries, thus frustrating the organization's development and ministry
impact.
Cruver 30
The president/general superintendent worldng with the vice president/assistant
superintendent and remaining five members of the Central Board of Trustees holds in
trust the primary leadership and stewardship of the Pillar of Fire; however, the
organization has growing needs and increasing complexity, and the current board
members are already limited by experience, expertise, and time. Further development of
the organizational structure is needed. The purpose-driven model expressed clearly by
Rick Warren provides a biblical and appropriate framework and one that is supported by
organizational and business research.
Scripture refers to the Church as the "body" of Christ. The Apostle Paul draws
from this theme extensively in such passages as Romans 12:3-13 and 1 Corinthians
12: 12-27. Rick Warren, author and founding pastor of Saddleback Community Church,
has identified and successfully implemented a purpose-driven model that is based on
Scripture's imagery of the Church as the body of Christ. Warren holds that since all the
cells of the body have the same genetic makeup, likewise each cell or smaller division of
a church or Christian organization should represent all of the purposes of that church or
organization. He states, "A purpose-driven church must go one step further and
rigorously apply its purposes to every part of the church: programming, scheduling,
budgeting, staffing, preaching, and so forth" (137).
Drawing from Acts 2:40-47, Warren identifies the five purposes of the church as
worship, evangelism, discipleship, fellowship, and outreach. He has successfully infused
Saddleback Community Church with this organic, purpose-driven model, ensuring that
all ministries and small groups contain and function with these five purposes. Even at the
level of small (cell) groups, one person is championing each of the five purposes of the
church thus ensuring that none of the essential purposes get neglected.
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Warren maintains tiiat tiie hiealtiiiest churclies and organizations are those that are
"purpose driven." He teaches that becoming purpose driven is a process involving four
critical phases: defining the purpose, communicating the purpose, organizing around the
purpose, and applying the purpose to every part of the church. An organization's purpose
must be clearly understood and then drive all of the organization's activities including its
staffing (93-94).
The purpose-driven model provides an excellent framework for the Pillar of Fire.
Driven by its purpose as a Wesleyan holiness organization founded for the "building up
the kingdom of God in the earth" (Dallenbach, Discipline 23-24), the Pillar of Fire has
engaged in four primary thrusts of ministry: missions, churches, schools, and media. The
organizational structure of the Pillar of Fire, however, does not ensure that each of these
four purpose-driven initiatives is championed at each level of the organization. No
members of the Central Board of Trustees serve as champions of each of these four
primary thrusts of the Pillar of Fire's purpose-driven ministry. Such appointments can be
made by the president/general superintendent and should be made based upon ability and
expertise. Thankfully, the president/general superintendent recognizes this need and has
discussed it at the level of the Central Board of Trustees.
Beyond the Central Board, the purpose-driven model needs to then be applied to
the individual branch campuses of the Pillar of Fire. Five primary branches or hubs of
ministry are in the United States: Zarephath, New Jersey; Cincinnati, Ohio; Westminster,
Colorado; I^s Angeles, California, and Pacifica, CaUfomia. The Central Board holds in
trust the primary international stewardship of the organization, but due to separate state
incorporations, local boards exist in New Jersey, Ohio, Colorado, and California. The
members of these local boards serve upon nomination by the president/general
Cruver 32
superintendent and election of local board members depending on state law. To be
consistent with the purpose-driven model, these local boards would include local ministry
directors or persons that champion any of the Pillar of Fire's four purpose-driven ministry
initiatives operating at that location. Such a role or expertise should be a primary reason
for appointment to the local board.
Based on the Pillar of Fire's hierarchical structure, the purpose-driven
appointments at both the Central Board and local board level still leave one component of
structural design missing. In terms of structural configurations for organizations, this
would be known as the "technostructure" component (Bolman and Deal 62). To remain
consistent with the purpose-driven model, this component would result in the
appointment of four national level staff personnel or consultants each with a specialty in
one of the four purpose-driven ministry thrusts of the Pillar of Fire. The persons
appointed would assist both the local ministry director and the Central Board in ensuring
such things as strategic planning, budgeting, and quality control measures. Such persons
need to have demonstrated expertise in their area of appointment. They may be
employed for this role alone or serve in additional capacities within the Pillar of Fire. One
of these already exists in the position of Director ofMissions, but higher levels of
communication, visioning, planning, and quality assurance are needed. In addition to the
four purpose-driven national ministry representatives, competent financial advisors need
to be represented. The Pillar of Fire Discipline does not prohibit such persons to serve as
non-voting representatives to the Central Board.
The change to a purpose-driven structure must be simple as well as supported.
Peter Drucker states, "An innovation to be effective has to be simple and it has to be
focused. All effective innovadons are breathtakingly simple" (Innovation 135). The
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proposed modifications to tiie Pillar of Fire's organizational structure are indeed only
minor and require no change to the organization's constitution and bylaws. Even small
change, however, sometimes comes with great difficulty. Drucker comments on the
challenge of institutional change:
The traditional institution is designed for continuity. All existing
institutions, whether businesses, universities, hospitals or churches,
therefore have to make special efforts to be receptive to change. It also
explains why existing institutions face resistance to change. Change for
the traditional institution is, so to speak, a contradiction in terms. (90)
The president and Central Board members will need to be very supportive and active in
this change process.
Context of the Study
The context of the study was limited to the Pillar of Fire and its ministries within
the United States. The information includes foreign missions only through survey
information from the Director of Missions.
Statement of Purpose
The purpose of this study was to develop and test receptivity to a purpose-driven
organizational structure for the Pillar of Fire.
Research Questions
Three research questions were created to determine the clarity of purpose,
potential structure, and level of support for a purpose-driven model of the Pillar of Fire
organization.
Research Question 1: Unified Purpose
What common perceptions unite the leadership of the Pillar of Fire regarding its
founding purpose?
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Research Question 2: Organizational Structure
What would be the key components of a purpose-driven organizational structure
for the Pillar of Fire?
Research Question 3: Leadership Support
In what ways would Pillar of Fire leaders support the ideals inherent in the
proposed purpose-driven organizational structure?
Definition of Terms
The following terms are essential to this study and deserve clarification.
Central Board of Trustees
The Central Board of Trustees is the seven-member elected governing board that
holds, in trust, the primary leadership of the international operations of the Pillar of Fire
Church and the stewardship of its assets.
Vision Team
The Vision Team is comprised of the eight non-Central Board representatives
who serve in various capacities of administration or leadership within the Pillar of Fire
brought together for the purposes of this study.
Purpose
Purpose is the foundational reason(s) for which an organization exists.
Purpose-Driven Organization
A purpose-driven organization is one that rigorously applies its purpose to every
part of the organization including structure, staffing, strategic planning, and budgeting.
Vision
Vision is a mental image or picture of an organization's preferable future.
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Transition
Transition is an internal acceptance and ownership of an external change.
Description and Overview of Project
This research project was a qualitative case study undertaken to evaluate the level
of understanding of the founding purpose of the Pillar of Fire, to develop components of
a purpose-driven organizational structure for the Pillar of Fire, and to assess the level of
receptivity to such a structure. The foundation of this study is based upon the Purpose-
Driven Church model developed by Rick Warren. This model was chosen because of
positive personal exposure through reading and attendance at the Purpose-Driven Church
Conference and also because of the ability to apply the purpose-driven church principles
to a larger organizational context beyond the local church.
The project consisted of two parts. In the first part, a "Vision Team" was
assembled for two three-hour sessions. The Vision Team consisted of eight Pillar ofFire
members representing each of the five major Pillar ofFire U.S.A. branches and each of
the four primary ministries of the Pillar of Fire-missions, churches, schools, and media
(see Appendix C). Each Vision Team member had previously been given and assigned to
read the following books: The Purpose-Driven Church (Rick Warren), Transitioning
(Dan Southerland), and Built to Last (Collins and Porras). The goals of the two Vision
Team meetings were (1) to discuss the purpose and organizational structure of the Pillar
of Fire and (2) to help arrive at general components of a purpose-driven organizational
structure for the Pillar of Fire.
The second part of the project involved actual surveys of the Vision Team and the
members of the Central Board of Trustees (see Appendix D).
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Delimitations and Generalizability
Primary interacdon and survey participation of this study were limited to the
Central Board of Trustees as the highest level of leadership within the Pillar of Fire and
to a Vision Team comprised substantially of local administrator/leaders representing the
various ministry thrusts and geographic locations of the Pillar ofFire within the United
States. The study was limited to the Pillar of Fire and its ministries within the United
States but was designed to be applied, in principle, to the Pillar of Fire's foreign mission
programs as well.
Importance of Study
The identification and establishment of a purpose-driven organizational structure
for the Pillar of Fire is an essential component to vibrant renewal and growth of the Pillar
of Fire ministries. As such, this study was important for the Pillar of Fire in fulfilling its
strategic purpose to build up the kingdom of God in the earth.
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CHAPTER 2
LITERATURE REVIEW
The last thirty years have provided increasingly fertile ground for thought,
research, and publications in the area of leadership and organizational studies. For the
purposes of this project, the literature review focuses on the areas of purpose (mission),
organizational structure, and change.
Historical Overview
The Pillar of Fire is one of many denominations and organizations that emerged
as holiness revivals spread across the United States around the turn of the twentieth
century. The denomination was incorporated in 1901 as a religious, educational, and
benevolent organization in the Wesleyan holiness tradition.
The central founders of the Pillar of Fire were Alma and Kent White. Alma was a
certified schoolteacher and Kent an ordained Methodist Episcopal minister. They first
met in Montana in 1883 and were engaged in November of 1886. The following summer.
Alma traveled to Colorado to be near Kent as he completed his studies at Denver
Seminary. They were married on 21 December 1887 in the Asbury Methodist Episcopal
Church (A. White, Looking 111-17).
Early in their marriage, Kent served various pastoral appointments in Methodist
Episcopal churches. Alma played a supportive role in Kent's ministry and also felt a
growing conviction that the Lord had called her to preach (A. White, Storv 310-1 1). In
March 1893 Alma had a powerful sanctification experience. This experience left her
conscious of the Holy Spirit's presence in her life and empowered her to preach both the
message of salvation and holiness boldly (Looking 167-70). From this moment, Alma's
life became more actively engaged and fruitful in the ministry.
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In the summer of 1893, Alma and Kent White were instrumental in the formation
of the Colorado Holiness Association (A. White, Looking 242-43). They also began
holding Thursday afternoon holiness meetings in their home and outdoor street meetings.
Converts were then discipled and missionaries were trained.
In the spring of 1901, Alma and her mother attended the General Holiness
Convention in Chicago. The messages Alma heard at this conference fueled her growing
conviction to form an independent denomination (A. White, Story 185-86). On 21
December 1901 the "Pentecostal Union Church" (name changed to Pillar ofFire in 1917)
was formed, and communion was administered for the first time (54). Alma was ordained
in March 1902 at the hand of five ministers including her husband Kent (227-29).
Alma was the dominant leader of the Pillar of Fire from its inception until her
death in 1946. She was a visionary effective in attracting followers to the Lord and
motivating them to wholehearted service and a life of faith. She was more effective at
raising up followers than in developing leaders who could continue to guide a growing
movement. The majority of the missionary outposts with churches and schools Alma had
begun never developed to a position of long-term sustainability. Through the years, many
of these mission churches and schools closed. Some of the remaining ministries have
blossomed significantiy while a few new ministries have been effectively launched (see
Appendix A).
Defining and Expressing Purpose
One of the common questions of humanity is related to purpose. The question of
purpose generally emerges in adolescence and is often revisited throughout one's
lifetime. People hunger to know their reason for existence and want to be a part of
something that has meaning and a significant purpose. This question of purpose applies to
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organizations as well as individuals. Organizations, including ministries, must be clear on
their purpose for existence. A ministry must know the specific purpose for which God
has raised it up, and members and staff need to understand and take ownership of such
purpose. The purpose may be lost or ineffectively pursued if it is not clearly understood
and embraced.
George Bama discusses the definition and centrality of purpose/mission:
In brief, mission is the grand purpose for which you or your ministry
exists. Understanding mission facilitates a clear identity, which must
precede impact and significance. Mission represents the context within
which an individual or organization operates; it is the "big picture," the
broadest understanding of the universe within which the individual or
corporate actions have meaning and purpose. (Turning 38)
The purpose of a ministry needs to be clearly understood, embraced, and expressed.
Aubrey Malphurs defines a Christian organization's purpose statement as a "broad, brief,
bibhcal statement of what the ministry is supposed to be doing" (105). The organization's
purpose, effectively expressed, also serves as a primary factor in attracting people to
align themselves with the organization and motivating them in their work within the
organization. Drucker makes this point: "What motivates-and especially what motivates
knowledge workers-is what motivates volunteers.... They need to know the
organization's mission and to believe in it" (Innovation 21).
People do not want to invest their money or lives in something in which they do
not believe unless they are motivated by something else like a significant financial
incentive. This fact makes it even more essential for a nonprofit organization to be clear
about its purpose. Drucker states, "A nonprofit institution will start to flounder almost
immediately unless it clearly defines its mission and emphasizes that mission again and
again. This is doubly true for the nonprofit that relies on donors, volunteers or both"
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(Managing 218).
Tiie development and communication of a clear organizational purpose statement
is considered by many to be a necessity. Businesses and organizations commonly post
their statement of purpose or mission clearly framed in prominent view. These statements
succinctly express the central purpose for that organization's existence rather than being a
description of programs and projects. Drucker states this important distinction:
First, the public service institution needs a clear definition of its mission.
What is it trying to do? Why does it exist? It needs to focus on the
objectives rather than on programs and projects. Programs and projects are
means to an end. They should always be considered as temporary and, in
fact, short-lived. (Innovation 183)
The organization's purpose must be kept front and center as the foundation for all the
activities of the organization.
Purpose-Implications for the Pillar of Fire
These insights hold great significance for the Pillar of Fire as a nonprofit
organization that has recently recognized a growing reliance on donors and a growing
need for skilled personnel. From its founding in 1901 until the early 1980s, the Pillar of
Fire was primarily staffed by people who had essentially taken a vow of poverty and
worked for a small stipend in addition to having housing provided. These "full members"
of the Pillar of Fire have been the backbone of the organization. In recent years, however,
the number of "full members" has decreased as the number of salaried staff members has
increased. Staff members contribute their wonderful gifts and abilities but, even at
modest salaries, also bring with them growing expenditures rarely offset by ministry
income. The Pillar of Fire is a nonprofit organization with very few revenue streams yet
growing ministries with expanding expenditure demands. The organization increasingly
needs the financial support of others who believe in its purpose as demonstrated by its
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ministries. To express effectively and align all activity and resources to fulfill this
purpose is crucial and must be considered a primary task of Pillar of Fire leadership.
Purpose-Driven Organizational Structure
A clearly identified and expressed purpose is essential as the driving force for the
organization's structure, staffing, programs, projects, and resources. Again, this is
especially true for the nonprofit organization that is not driven by a financial bottom line.
Peter Brinckerhoff states, "Being mission-driven is the point of being a not-for-profit and,
unfortunately, too many organizations forget their mission, or underutilize it, forsaking
the tremendous motivating and focusing tool that a mission can be" (23). The purpose
needs to be infused into all aspects of the organization both philosophically and
operationally.
The tendency is for the purpose to become less central and motivating to the life
and decisions of a church as time passes and traditions settle in. RickWarren shares this
observation regarding the trend he has observed as a church gets older and more
established:
Older churches tend to be bound together by rules, regulations, and ritual,
while younger churches tend to be bound together by a sense of purpose
and mission. While good stewardship and cash flow are essential for a
healthy church, finances must never be the controlling issue. The greater
issue should be what God wants the church to do. Churches do not exist to
make a profit. I've noticed that many churches are driven by faith in their
early years and driven by finances in later years. (77-78)
Warren's observation holds for many organizations besides churches. Researchers like
Ichak Adizes have identified a similar trend in corporations as they age and transition
from being purpose and vision driven to losing their innovative energy and becoming
budget driven. Adizes' s research shows that an organization will stagnate and often cease
to exist unless it makes the transition back to the innovative characteristics of its youth
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and prime (325-50).
Successful organizations typically begin with a clear sense of purpose and a
passion to see that purpose fulfilled. The founding visionary or visionaries give
themselves wholeheartedly to this purpose but often give insufficient focus to
establishing an organizational structure that can help sustain and lead the organization
beyond the founder's tenure.
George Bama reflects insightfully on this challenge:
One of the least appealing activities for many ministry leaders is creating
form and stmcture within the organization they mn. Identifying roles,
creating systems that facilitate growth, establishing a viable corporate
culture, instituting policies-this is not the stuff that most leaders live for!
However, every great leader we have studied-from corporate CEO's to
successful entrepreneurs to noteworthy leader-pastors-understands that
unless he/she designs the stmcture of their organization appropriately,
he/she has hindered the potential of that entity. Developing stmcture may
be a boring or personally taxing venture, but it is one whose benefits
justify the investment in process. Highly effective churches cannot be
agencies of transformation unless they are stmctured to facilitate
effectiveness. Since every church has a different vision, different
resources and different ministry opportunities, the exact nature of the
stmcture and operational mode differs. (Habits 49-50)
Since no two organizations are exactly alike, an organizational stmcture needs to
be purpose driven. The stmcture and modes often need to be modified and changed in
resources, culture, and environment. The time is right for such a modification within the
Pillar of Fire.
Alma White was a visionary leader who founded the Pillar of Fire with a strong
sense of purpose to proclaim salvation and biblical holiness and to build up the kingdom
of God through missions, churches, schools and media. During Alma White's lifetime,
God used her zeal and abilities to realize strong growth in the fulfillment of this purpose,
although central aspects of the founding purpose such as the ministry of the local church
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suffered even then. The Pillar ofFire has never allocated the planning, personnel, and
resources necessary to effectively grow the local church presence. Through the decades
an insufficient purpose-driven organizational structure has continued to hamper the
organization in this and other areas.
Every nonprofit organizadon is unique based upon such things as purpose, vision,
resources, and environment, while some characteristics are shared in common by most
nonprofit organizations. One of these characteristics is structure of governance. Drucker
describes governance as one of these common characteristics:
Despite the almost limitless diversity in their mission and size, the
majority of American nonprofits have the same governance structure.
They have an unpaid, outside, part time board. And, they have a full time
executive officer. Despite their almost limitless diversity, nonprofits are
alike also in that in many-maybe the majority-the governance structure
malfunctions as often as it functions. (Managing 217)
These are sobering words to consider since governance is a central issue to the
effectiveness of all organizations.
The Pillar of Fire's governance structure is similar but differs slightly from what
Drucker describes. The difference is that members of the Pillar's Central Board of
Trustees, including the president (CEO), are all full-time workers within the Pillar of Fire
who serve additionally (i.e., part-time) as board members. This presents its own
challenges and limitations especially for the time and energy of the president (CEO) to
focus clearly on central issues of organizational leadership.
The leaders of the Pillar of Fire have beautifully emulated the call for all
Christians to have the heart of a servant. This has been a powerful witness to me and,
along with a strong reliance on prayer, I believe, is one of the reasons that God has
sustained the ministry of the Pillar of Fire for now over a century. This leadership
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attribute must remain a core value and not be lost. In the midst of serving, however,
central aspects of leadership have not been given their due attention: vision casting, goal
setting, and accountability. Ministries and ministry leaders have not been held
accountable to measurable results. Very little planning and goal setting have been done to
which ministries and personnel could be held accountable. This oversight is neither good
stewardship nor effective, but it is understandable based upon the lack of experienced
management structure and lack of focus given to quality review and outcomes
assessment. Drucker writes further regarding nonprofit governance structure:
The first lesson to be learned is that nonprofits need a clear and
functioning governance structure. They have to take their governance
seriously, and they have to work hard on it. They need effective leadership
and management a good deal more than even businesses do. . . . First they
lack the bottom line that a business has. They must therefore have a clear
mission that translates into operational goals and that provides guides for
effective action. Second, the nonprofit needs a clear definition of the
"results" that it seeks to obtain. The money of the nonprofit is given
against premises. Nonprofits are not owners; they are trustees of the
money that they spend. Nonprofits thus need both strong organs of
accountability-for mission, for results, for allocation of resources and their
productivity-and a clear process for discharging these responsibilities.
They need effective, strong, directed governance and a clear governance
structure. (Managing 218-19)
Drucker' s emphasis on strong leadership and management and on clear operational goals
and action reinforces the necessity of establishing an effective, purpose-driven
organizational structure. Such a structure must lend itself toward effective, purpose-
driven management that provides the necessary accountability for stewardship and
results. Drucker further comments on the importance of results in decision-making:
Management exists for the sake of the institution's results. It has to start
with the intended results and has to organize the resources of the
institution to attain these results. It is the organ to make the institution,
whether business, church, university, hospital or a battered women's
shelter, capable of producing results outside of itself. (39)
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Ideally, nonprofit boards, especially the boards of Christian ministries, should operate at
a higher level than those organizations primarily driven by profit margins. Research
indicates that this is not the case. The Harvard Business Review on Nonprofits reveals
that effective board governance of non-profits is uncommon:
Effective governance by the board of a nonprofit organization is a rare and
unnatural act. Only the most uncommon of nonprofit boards functions as it
should by harnessing the collective efforts of accomplished individuals to
advance the institution's mission and long-term welfare. A board's
contribution is meant to be strategic, the joint product of talented people
brought together to apply their knowledge and experience to the major
challenges facing the institution. (54)
If this is true, trustee members of nonprofit organizations need to be asking the questions,
"why?" and "what needs to change?" This same report offers insight by discussing what
it calls the "new work" of the board. This "new work" is described to have four basic
characteristics:
First, it concerns itself with crucial, do or die issues central to the
institution's success. Second, it is driven by results that are linked to
defined timetables. Third, it has clear measures of success. Finally, it
requires the engagement of the organization's internal and external
constituencies. (55)
The report goes on to emphasize that the board's "new work" must focus on institutional
priorities, and the work of committees and task forces must be driven by the institution's
strategic plans (64).
The uniqueness of each organization understandably results in unique
organizational structures. Structures should not be viewed as a matter of right or wrong
but rather effective or ineffective. The structure needs to support the organization's
purpose, encourage conversation, and allow information to flow in a healthy way (Weick
39-41). While organizations are recognized as being unique, there are some overall
structural components that are consistent. H. Mintzberg is a researcher specializing in
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organizational design. Mintzberg' s work, entided The Structuring of Organizations, was
published in 1979. He offers a general model that with some modification reflects a large
cross-section of organizations (20) (see Figure 2).
Source: Mintzberg, H. The Structuring of Organizations. Upper Saddle River, NJ: Prentice Hall, 1979.
Reprinted by permission of Pearson Education, Inc., Upper Saddle River, New Jersey.
Figure 2. Structuring of Organizations
Mintzberg' s five-sector logo is a hierarchical arrangement that has at its base the
"operating core." This core consists of those within an organization that provide direct
products or services. For an organization like the Pillar ofFire, this could include
teachers in the schools, missionaries or doctors on the field, staff pastors, and radio
station announcers and engineers (20).
The middle layer is called the "administrative component" and is the management
level comprised of those who provide resources and hold the operators accountable. This
layer could include school principals, mission directors, senior pastors, and radio station
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managers. Directly above the "administrative component" is the top layer called the
"strategic apex," comprised of personnel such as senior managers who focus primarily on
purpose and vision and work more with bodies external to the organization. In the school
system this could include superintendents and schools boards, while in the overall Pillar
of Fire, this top layer would comprise the Officers of the Board (Mintzberg 20).
The two remaining components ofMintzberg' s model sit alongside of the middle
administradve component. On one side is the "support staff whose tasks support the
work of others. This could include persons such as secretaries, custodians, and food
service workers. On the other side is what Mintzberg calls the "technostructure." The
technostructure is comprised of specialists and analysts concerned with such things as
quality control and internal audits (20). While some ministries of the Pillar of Fire may
have personnel in this category, it does not exist for the organization at large.
Mintzberg uses these basic five sectors to derive five structural configurations:
simple structure, machine bureaucracy, professional bureaucracy, divisionalized form,
and adhocracy (393). All ofMintzberg's models retain similarities to the standard
hierarchical flow chart and a top-down pyramid. Other models have been developed and
utilized, but this seems most consistent with the Pillar of Fire's Episcopal ecclesiology
and defined structure.
Some would argue for a non-hierarchical model that minimizes or does away with
leadership. This does not seem to be supported biblically or by the research. Leadership is
listed as one of the gifts of the Holy Spirit. God established leadership for the family,
church, and the government (1 Cor. 12:27-28; Rom. 12: 6-8; 13:1-2). People and
organizations need to be led. "In any institution there has to be a final authority, that is, a
'boss'-someone who can make the final decisions and who can expect them to be
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obeyed" (Drucker, Management 11).
In order for an organization to prosper, it needs more than just leadership-it needs
good leadership. Most, if not all, organizations have an organizational structure, but many
organizations are badly managed and poorly led, which can lead to discouragement,
frustration, and a lack of productivity (Gamer 239-40). Recent recognition of the
importance of good leadership has resulted in an unprecedented focus on leadership
development. Kotter states the following about leadership:
Successful organizations in the twenty-first century will have to become
more like incubators of leadership.. . . Even today, the best-performing
firms I know that operate in highly competitive industries have executives
who spend most of their time leading, not managing, and employees who
are empowered with the authority to manage their work groups. (Leading
166-67)
The role of leadership needs to be held in perspective. Both effective leadership
and effective followership are important. All leaders have to follow at times, and all
followers have to lead at times. Both roles are essential. Leadership does not exist
without followers who are using their gifts and abilities to advance the mission of the
organization. Warren Bennis states, "Exemplary leadership and organizational change are
impossible without the full inclusion, initiatives and cooperation of followers" (251-52).
One of the great opportunities and challenges of leadership is to recmit, include,
motivate, empower, and guide others to invest their energy and abilities for the
advancement of the organization's purpose. Leadership is unsuccessful if it fails in these
areas.
Organizations have personnel stmctures as well as physical plant stmctures. An
organization's stmcture can promote or hinder efficiency. Stmctures need to be regularly
examined, and slight modifications or major restructuring will be needed at times. Of
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Mintzberg's five models, the one entitled "divisionalized form" seems to reflect best the
Pillar of Fire's current structure. With this structure, most of the work is done in quasi-
autonomous units based on separate geographical campuses or specialty divisions.
Division directors are accountable directly to the board for finances and operations. The
strengths of this structure include local oversight and responsiveness. The potential risks
include insufficient central oversight as well as the board losing sufficient touch with the
operations (386-87). The Pillar of Fire's "divisions" have taken the form primarily of
separate geographical campuses. The noted risk and downside of the "divisional form"
(insufficient central oversight as well as the board losing sufficient touch with the
operations) seem to be a current reality for the Pillar of Fire, and change is needed.
Senge, Kleiner, Roberts, Ross, Roth, and Smith reflect that organizations of all
types are wrestling with the structure of governance system related to central authority
and control versus more decentralization and independence of local units. Traditional
authoritarian hierarchies can foster an inhibitive dependence while independent local
control can result in decisions based on disconnected self-interest. Both options are
problematic, and the challenge is to gain the advantages of both by a well-managed
interdependency. This requires a clear structure and line of authority, strong
communication, and empowerment linked with accountability (361).
Change
Change is an inevitable part of life, although it is an aspect often resisted. The
reality is that most people do not enjoy change. Since organizations are comprised of
people, they tend to be resistant to change unless it is intentionally made a part of the
corporate culture. Clearly, organizations need to change or modify structures as they
develop and/or confront changes in their resources and environment. The key is for an
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organization not to sacrifice its purpose or core values in the process of necessary change.
Collins and Porras comment in regard to purpose and values:
Contrary to popular wisdom, the proper first response to a changing world
is not to ask, "How should we change?" but rather to ask, "What do we
stand for and why do we exist?"... Visionary companies disdnguish their
timeless core values and enduring purpose (which should never change)
from their operating practices and business strategies (which should be
changing constantiy in a changing world), (xiv)
The key, then, to healthy change is for an organization to remain rooted in and guided by
its purpose and values as it changes in response to a changing world. Change for the sake
of change itself and change unguided by purpose and values are both unwise and
detrimental.
All organizations will face challenges along the way to which they must respond.
One response may be to become discouraged by the reality and lose heart and faith.
Another response may be to ignore or minimize the brutal facts and reality. Both of these
responses must be avoided. In his book Good to Great, Jim Collins discusses what he has
termed the "Stockdale Paradox" as an essential component of effective leadership in
successful companies. The paradox is that no matter how desperate the situation or
mediocre the company, effective leadership maintains unwavering faith that they will not
only survive but also prosper as an organization. At the same time such leaders maintain
a relentless confrontation with the honest and brutal facts and confront them head on (86-
87). Collins describes the two essential components of great leadership or what he calls
"level 5 leadership": personal humility and a 'ferocious resolve' or 'stoic determination'
to do what must be done (30). Such is the call to leadership.
The necessity of change is not just limited to the for-profit institution. Changes in
culture, environment, and resources impact the nonprofit just as directly as observed by
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Drucker:
Unless it is seen as the task of the organization to lead change, the
organizadon-whether business, university, hospital and so on-will not
survive. . . . The first policy-and the foundation for all others-is to abandon
yesterday. The first need is to free resources from being committed to
maintaining what no longer contributes to performance and no longer
produces results. In fact, it is not possible to create tomorrow unless one
first sloughs off yesterday. ... To maintain yesterday therefore always
commits the institution's scarcest and most valuable resources-and above
all, its ablest people to non-results. Yet to do anything different-let alone
to innovate-always runs into unexpected difficulties. It therefore always
demands leadership by people of high and proven ability. And if these
people are committed to maintaining yesterday, they are simply not
available to create tomorrow. (Management 73-74)
Healthy change is thus driven by an organization's vision for the future that remains
faithful to its purpose. Bama defines vision as "a clear mental image of a preferable
future imparted by God to his chosen servants and is based upon an accurate
understanding of God, self, and circumstances" (Power 28). Similarly, Kotter defines
vision as "a picture of the future with some implicit or explicit commentary on why
people should strive to create that future" (Leading 68). Vision clarifies the general
direction for change and simplifies many of the detailed decisions. Vision also motivates
people to make necessary change and helps to bring coordination to those involved in the
change (68-69).
In his book. Transformational Leadership, Lewis writes on institutional analysis
leading to change:
Church analysis that leads to growth or development is planned change.
Change is a response to pressure. It substitutes one thing for another. It
modifies the behavior pattems of people within an organization. To
survive, organizations must periodically change to meet the challenges of
a changing world. People within the organization must also change. (126)
Change can be forced upon an individual, organization, or society by purely
extemal factors that cannot be controlled, but if change in stmcture or practice is to be
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accepted and sustained, it needs to lead to a psychological transition. William Bridges
describes change as situational and transition as psychological. Transition involves letting
go of the past and not living it any longer. Transition results in accepting the change and
moving on. Bridges says that a great idea may fall flat or some people may work to
undermine needed change if they have not let go of the past and transitioned. Change is
extemal while transition is intemal. A central part of leadership is helping people
understand that they have to let go of the past in order to move with health into the future
(2-4).
Healthy and strategic transition does not just happen but flows from an
organization's leadership. Leaders of organizations need to be change agents. Healthy
change involves creating a bridge between continuity and change. This bridge provides
the reason, direction, and path for needed change while also retaining the enduring roots
of such things as purpose and values, thereby enhancing people's ability to make the
transition (Dmcker, Management 94).
Dmcker states, "Public-service institutions need to build into their policies and
practices the constant search for innovative opportunity" (Innovation 183). Change is
increasingly the norm. Again, healthy change requires that an organization be responsive
yet remain rooted in its purpose and guided by its values. Organizational structure is an
important aspect of healthy change, either facilitating and being part of the solution or
being ineffective and part of the problem. Bennis and Mische write about organizations
reinventing themselves:
Many organizations are simply not equipped to assimilate and respond to
rapid changes in the market, technology, competition, and customer and
constituent needs. Instead, they are stmctured and managed according to
leadership and organizational models that were developed long ago and
for a different world order. To flourish and sustain itself in the 21st
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Century, today's organization must reinvent itself to create the enterprise
of tomorrow. It makes little difference whether the organization is for
profit, not for profit, or a government agency. (27)
Experience and research clearly indicate that healthy and sustainable change does not
happen easily, but requires a diligent and comprehensive approach. In "Leading Change:
The Eight Steps to Transformadon," John Kotter highlights eight central steps to
transforming an organization. The first step is to establish a true sense of urgency for
needed change based on informed reality. Change then needs to be led by a coalition of
people of necessary authority within the organization working as a team. Next, a clear
vision needs to be developed for the organization and a focused effort made to
communicate effecdvely this vision clearly and frequently. Obstacles to the change then
need to be removed and appropriate people need to be empowered for their part in the
change process and the pursuit of the vision. Benchmarks then need to be established so
an organization can identify, celebrate, and reward short-term accomplishment. The
change needs to be seen as an ongoing journey that requires healthy communication,
ongoing staff review, appropriate hiring, and leadership development to anchor the vision
and the changes into the organizational culture (87-99).
Leadership plays the central role in any organizational change process. The role
and function of the leader or leadership team depends upon the stage of an organization.
Schein describes the organizational stages as new and young, midlife, or mature and
potentially declining. An organization that is mature and potentially declining requires
objective analysis of what is going on internally that is impeding an organization's
effectiveness, growth, and fulfillment of its mission. Identifying and changing these
hindrances is a necessity. While established leadership may gain these insights by their
own objectivity and exposure, often consultants or others who are extemal to the
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organization must be relied upon to approach things with fresh eyes and less biased
perspecdve (374-81).
Even with good consultants and committed managers, research shows that most
change inidatives fail (Senge, Kleiner, Roberts, Ross, and Ross 5-6). The risk of failure
can be reduced by ongoing assessment comparing current results with the results of the
past and determining the implication of these results for the immediate next steps (304-
05).
Case Study Research
The case study approach is one of several qualitative research approaches that can
be used in doing social science research. In general, qualitative research is less driven by
numbers and charts then by description and narrative and usually involves fieldwork and
an inductive research strategy where concepts, hypotheses, and theories are developed
rather than testing existing theory (Merriam 6-7). Case studies involve "intensive
descriptions and analysis of a single unit or bounded system such as an individual,
program, event, group, intervention, or community" (19). A case study is an inquiry
investigating an occurrence within its real-life context as opposed to a laboratory or well-
controlled setting. Case studies are recognized as an appropriate exploratory tool
especially when seeking to answer questions of "what" (13-15).
The case study approach was chosen for this investigation because the project
sought to answer questions of "what" related to Pillar of Fire purpose, purpose-driven
structure, and receptivity to restructuring. A questionnaire was developed as part of the
case study, a tool to gather exploratory data.
Summary
Healthy, effective organizations, whether for profit or nonprofit, secular or
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religious, are driven by a clear purpose and guided by unchanging core values. Such
organizations are structured in a way as to clearly focus their energies and resources
toward the fulfillment of their purpose, and they require regular analysis and willingness
to change in response to shifts in culture and environment as well as the availability of
resources. If an organization does not remain focused on its purpose or if it is not
structured in a way as to allow for and encourage healthy change, it will likely lose its
effectiveness and cease to exist.
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CHAPTER 3
DESIGN OF THE STUDY
The founding and early decades of the Pillar of Fire fit comfortably within the
charismatic leadership model discussed by authors like David Moberg (95-96, 1 16). The
Pillar of Fire was founded and led by Alma White, a dynamic visionary with a strong
personality. Alma was an autocratic leader with strengths including the ability to
motivate others and maintain a strong emphasis on individual and corporate prayer in the
life and ministry of the Pillar of Fire. Alma also made her share of mistakes and could be
harsh in her treatment of those who disagreed with her or with whom she was displeased.
This at times resulted in persons voluntarily or involuntarily leaving the Pillar of Fire.
Alma was more effective at raising up followers than in developing leaders who
could continue to guide a growing movement. Her death in 1946 resulted in a leadership
vacuum and a lack of clear organizational purpose and a compelling vision. The Pillar of
Fire began to plateau almost immediately. Most of the missionary outposts with churches
and schools Alma had begun never developed to the point where they were self-
sustaining. Through the years, the majority of these mission churches and schools were
closed. Thankfully, some of the remaining programs have blossomed while a few new
programs have been successfully launched. Overall, however, the organizational picture
is not one of consistent health, and the Pillar of Fire has struggled to remain vibrant and
growing.
Problem and Purpose
For over a century, the Pillar of Fire has operated with the purpose of building up
the kingdom of God on the earth through four primary ministry thrusts: missions,
churches, education, and media. During the first three or four decades, the ministries of
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the Pillar of Fire experienced moderate growth and expansion, but an effective
organizational structure that would help ensure ongoing ministry growth and mission
fulfillment was never sufficiently established. This has impacted the ongoing health and
development of the ministries, though the current and future ministry opportunities for
the Pillar ofFire are tremendous. Such an organizational structure is seriously needed
today as the Pillar of Fire recaptures its sense of purpose and focuses its energy and
resources on fulfiUing the purpose for which it was raised up by God.
In order to assist the Pillar of Fire to pursue its purpose with greater levels of
ministry effectiveness in the new millennium, a purpose-driven organizational
restructuring is necessary. Restructuring is not a substitute for fervent prayer and reliance
on God but rather an adjunct to it. An organizadon must be clear in its purpose of
existence and then intentionally structure to help ensure the fulfillment of this purpose.
The purpose of this study was to develop and test receptivity to a purpose-driven
organizational structure for the Pillar of Fire.
Operational and Research Questions
Three research questions were used to help identify the understanding of the Pillar
of Fire's founding purpose, a proposed, purpose-driven restructuring, and the receptivity
to such a restructuring.
Research Question 1: Unified Purpose
What are the common or key perceptions among the leadership of the Pillar of
Fire regarding its founding purpose?
In order to answer this research question, three interview questions were created.
First, what was the primary founding purpose of the Pillar of Fire? Second, what is the
current purpose of the Pillar of Fire? Third, what are the primary categories of the Pillar
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of Fire's ministry that are linked to this purpose?
Research Question 2: Organizational Structure
What would be the key components of a purpose-driven organizational structure
for the Pillar of Fire?
In order to answer this research question, three interview questions were created.
First, what would a purpose-driven organizational structure look like for each of the Pillar
of Fire's primary ministry categories? Second, what would a purpose-driven
organizational structure look like at the local leadership level of each of the Pillar of Fire
branch campuses? Third, what would a purpose-driven organizational structure look like
at the level of the Central Board of Trustees?
Research Question 3: Leadership Support
In what ways or to what level do Pillar of Fire leaders support the purpose-driven
organizational structure?
In order to answer this research question, three interview questions were
developed. First, would you support such an organizational restructuring at the
ministry/ministries you serve? Second, would you support such an organizational
restructuring at the ministry branch where you serve? Third, would you support such an
organizational restructuring at the level of the Central Board of Trustees?
Population and Sample
As an exploratory study utilizing a case approach, the case study surveyed two
groups. The first group, called the Vision Team, was comprised of eight Pillar of Fire
representatives. This team had at least one representative from each of the five primary
Pillar ofFire branches in the United States. The Vision Team members are fully
employed Pillar of Fire member/workers representing various roles and ministries within
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the Pillar of Fire. The team represents different genders and generations, and all but one
member holds an administrative position (see Appendix C).
The second group surveyed was comprised of six of the seven members of the
Pillar of Fire Central Board of Trustees. The one member excluded from this survey was
myself The Central Board of Trustees is the highest level of elected leadership with the
Pillar of Fire and is the governing body that holds in trust the primary stewardship of the
assets and operations of the organization's worldwide ministries (see Appendix D).
Instrumentation
One researcher-designed instrument was used in this study. This instrument was
the Purpose-Driven Participant Questionnaire (see Appendix E).
Data Collection
The questionnaire was e-mailed to each member of the Vision Team and Central
Board of Trustees. The completed surveys were then returned for analysis. Data was
received by an assistant, then categorized. Responses were separated from names before
my review and analysis.
Data Analysis
Data was categorized and narratively analyzed according to which interview
question was being addressed.
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CHAPTER 4
FINDINGS OF THE STUDY
Alma White was a visionary pioneer who was able to attract followers but was not
as effective in developing leaders who could continue to guide a growing movement.
Under her leadership the Pillar of Fire continued to expand its ministries during the first
half of the twentieth century. Alma White's death in 1946 resulted in a leadership
vacuum, and the Pillar of Fire began to plateau almost immediately. Pillar of Fire
ministries within the United States currently include seven churches, three radio stations,
five primary and secondary schools, two colleges (one of which is accredited), a
magazine published twice annually, and numerous special outreach programs (see Table
2 p. 1 1 and Appendix B p. 105). In addition, the Pillar of Fire has a missions presence in
India, Malawi, Nigeria, Liberia, England, and Costa Rica (see Table 3 p. 12). Worldwide
local church membership/attendance is estimated to be 28,000 with all but 1,000 of these
represented in foreign mission fields.
The Pillar of Fire has operated for a century under an organizational structure
consistent with its book ofDiscipline. Key leadership of the Pillar of Fire falls to the
president/general superintendent. The vice-president/assistant superintendent and
additional five members of the Central Board of Trustees serve under the president.
Individual state boards exist for CaHfomia, Ohio, Colorado, and New Jersey. The
relationship and lines of authority between the state boards and Central Board is not
always clear, though the Discipline designates ultimate control of the land and assets to
the Central Board of Trustees.
The president and Central Board members must give proactive leadership to the
diverse ministries of the Pillar of Fire. This challenge has proven difficult due to the
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absence of an effective layer of personnel under the board comprised of competent
manager/leaders who have demonstrated gifts and expertise in their specified area of
oversight. Currendy, no effective management/leadership layer exists between the
Central Board of Trustees and those in oversight of individual ministries. A systematic
effort to bring a shared unity and momentum to the Pillar of Fire's purpose-driven
inidatives is lacking. Much of the board's time is consumed by the urgent instead of vital
leadership roles such as vision casting, goal setting, leadership development, performance
analysis, outcome assessment, and accountability for the ministries.
Effective leadership has been hampered by an insufficient, purpose-driven
organizational structure. The administrative and management structure of the Pillar of
Fire has never been systematically linked to provide the healthy support, communication,
and accountabihty needed by the ministries, leading to a frustration in the organization's
development and ministry impact. The organizational purpose needs to be re-championed
and the organizational structure needs to be refined for greater health and effectiveness.
This necessity provided the motivation for this study.
Interaction with the Central Board and Vision Team
In the early months of 2001, 1 began discussions with the Pillar of Fire Central
Board regarding the direction of this study (see Table 4).
Table 4. Case Study Time Line
Event Month Year
Initial discussion with Central Board March 2001
Permission granted to form Vision Team April 2001
Vision Team formed May 2001
Books distributed to Vision Team June 2001
Vision Team meets at Annual Conference August 2001
Representatives attend Transitioning Conference October 2001
Representatives attend Purpose-Driven Conference February 2002
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Table 4. Case Study Time Line, continued
Event Month Year
Education consultant hired April 2002
Pillar of Fire Annual Conference theme: Purpose-Driven Ministry July 2002
Questionnaire distributed to Central Board and Vision Team August 2002
Belleview Cormnunity Chapel holds 40 Days of Purpose October 2002
Radio consultants hired October 2002
Zarephath Community Chapel prepares for 40 Days of Purpose December 2002
Brief general discussions with the entire Board were followed by more in-depth
discussion with both the president/general superintendent and vice president/assistant
superintendent. Support was given for the formation of a Vision Team to be comprised of
non-Central Board representatives from each of the five major Pillar of Fire ministry sites
in the United States (Zarephath, NJ, Cincinnati, OH, Denver, CO, Los Angeles, CA, and
Pacifica, CA). Vision Team members were also to represent the four primary ministry
thrusts of the Pillar of Fire and include both genders and varied generations. Eight
persons were identified as potential Vision Team members. By May 2001 each person
was contacted by phone or e-mail and expressed willingness to participate (see Appendix
C). Vision Team members were asked to take part in two meetings with me during the
Pillar ofFire Annual Conference in August 2001. Prior to these meetings, each member
was sent and asked to read three books. The first book, entitled The Purpose-Driven
Church, is written by Rick Warren, founding Pastor of Saddleback Community Church.
In this book, Warren lays out the biblical, philosophical, and practical framework for a
local church to become purpose driven. The second book, entitled Transitioning, is
authored by Dan Southerland. In this book, Southerland describes his insights and
experience as a pastor who used Rick Warren's principles to transition a struggling,
traditional Southern Baptist church into a growing, dynamic purpose-driven church now
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known as Flamingo Road Church. The third book, endded Built to Last, is authored by
researchers Collins and Porras and documents common principles and practices shared by
the world's most enduring and successful companies.
Vision Team Discussions
The Vision Team gathered for two meetings during the August 2001 Pillar ofFire
Annual Conference. Each meeting lasted approximately two hours in duration. The
purpose of these meetings was to discuss the current organizational state of the Pillar of
Fire, to examine the purpose-driven principles espoused in the books that had been
supplied to the Vision Team, and to generate some initial framework of how these
purpose-driven principles could be applied to a restructuring of Pillar of Fire leadership,
management, and operations. Emerging from these discussions was the framework for
the questionnaire used as a primary data collection tool for this study (see Appendix E).
During the two sessions with the Vision Team members, discussion centered on
their individual and shared perspective of the current status and needs of the Pillar of
Fire. Three common themes were brought up or acknowledged by each Vision Team
member during these discussions. One was the perceived lack of common vision and
unity among the various Pillar of Fire ministries. General consensus was expressed that
other than recognition of the Pillar of Fire's heritage and some of the doctrinal
distinctives, the church has no clear sense of vision and direction for the organization at
large or for the specific ministry categories.
A second common theme was related to communication. Representatives,
especially those not involved in ministries at the Pillar's headquarters at Zarephath, felt
disconnected from and unaware of what was happening within the broader picture of the
Pillar of Fire. They expressed that news and healthy communication was limited and that
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the activities, opportunities, and needs of the individual branch campuses were little
known to other ministries and the broader constituency of the Pillar of Fire.
A third theme expressed was a lack of what I will call "synergy" between the
ministries. Many expressed that they often felt they were operating alone and in a
vacuum instead of being a connected and vital part of a larger organization. This theme
was expressed by representatives of each of the four primary ministry categories. The
primary connection they felt was in name and the once a year interaction at the Pillar of
Fire Annual Conference. The one exception to this was a stronger sense of connection
and communication between the Pillar of Fire's ministries in Los Angeles and Pacifica.
Since both these campuses share the same legal incorporation as Pillar of Fire, Cahfomia,
they each have representatives on the same Board and have more frequent interaction.
During the Vision Team meetings, discussion also related to the books that had
been supplied for reading. Comments in general were favorable toward these readings.
Books by Warren and Southerland related specifically to local churches, not a larger
denomination, and Collins and Porras' book related to secular corporations. With this
understanding, all recognized opportunities to apply many of the espoused principles to
the Pillar of Fire ministries especially as they related to a shared organizational purpose
and a stmcture that could facilitate more efficient communication and operations.
Questions emerged regarding the Pillar ofFire leadership's willingness to recognize
some of the challenges expressed by the Vision Team and whether they would be willing
to address these challenges and enhance organizational effectiveness. The discussions
and questions that emerged from these two Vision Team sessions formed the basis for the
questionnaire reviewed later in this chapter.
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Transitioning and Purpose-Driven Church Conference
In October 2001 Pillar of Fire pastors from Zarephath Community Chapel (NJ)
and Belleview Community Chapel (CO) attended Dan Southerland' s Transidoning
Conference at Flamingo Road Church in Florida. I also attended this conference along
with some lay leaders from Zarephath Community Chapel. Two of those in attendance
were Vision Team members. The conference offered a more in-depth look at how to
apply the purpose-driven principles to an established, historically traditional church.
While together at this conference, discussion began about how to apply these principles
to Zarephath Community Chapel and how to prepare chapel staff and membership for
such a transition. This conference also gave the two other Vision Team members and
myself opportunity to discuss the purpose-driven principles in the broader Pillar of Fire
context.
In February 2002 all the Vision Team members and three Central Board members
(in addition to myself) were asked to attend the Purpose-Driven Church Conference held
at Saddleback Community Church. Seven of the eight members of the Vision Team
attended this conference, including representatives from each of the Pillar of Fire's
primary ministry categories and branch campuses in the United States. Representing the
Pillar of Fire's Central Board was the president/general superintendent and the presiding
elder of Zarephath. In addition to the Pillar of Fire pastors from Los Angeles, California,
and Westminster, Colorado, who are members of the Vision Team, Pillar of Fire pastors
from Pacifica, California, and Zarephath, New Jersey, were also in attendance. The
pastors from Westminster and Zarephath also brought with them some key members of
their pastoral staff and lay leadership.
Rick Warren was the primary but not sole presenter at the conference. Warren
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emphasized his conviction that the purpose-driven principles were biblical and, therefore,
could be universally applied to all churches as well as significantly applied to all
organizations whether Christian or secular. In fact, most successful secular organizations
are applying these principles whether they realize them as biblical or not. Warren warned
that churches often make three mistakes after attending the Purpose-Driven Church
Conference and/or being exposed to the purpose-driven principles. The first mistake was
trying to apply purpose-driven principles in the exact fashion of Saddleback Community
Church instead of carefully applying them within the context of each individual church or
organization. This included being sensitive to such things as organizational and
denominational history, demographics, and resources. A second common mistake noted
was attempting to apply the purpose-driven principles too soon without sufficient
education and ownership by a church or organization's constituency. The third common
mistake was expecting immediate and dramatic results instead of understanding healthy
purpose-driven transition as an ongoing process maturing over time. These three areas are
consistent with Jim Wofford's research findings on the pilot partnership between
Saddleback Community Church and the Kentucky Annual Conference of the United
Methodist Church (119-24). Other conference presenters, including Dan Southerland,
shared their stories and experiences with applying the purpose-driven principles within
the context of their churches.
This conference gave additional opportunity for exposure to Rick Warren's
purpose-driven principles and time for reflection and discussion on these principles.
During break times and over lunch and dinner, Pillar ofFire representatives, including
Board and Vision Team members, were able to gather together and have more specific
discussion of how these principles related to and could be applied to the Pillar of Fire in
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its local, national, and intemadonal operations. Central to these discussions were some of
the specific context issues of the Pillar of Fire. These issues included some of the
strengths and weaknesses of the Pillar's heritage especially as they related to
organizational structure and leadership development. Other contextual issues discussed
included the Pillar's episcopal structure, doctrinal tradition, and available and limited
resources, both human and fiscal. In the midst of this conference, a majority of the Pillar
of Fire delegates took time to also visit the Pillar of Fire ministry in Los Angeles and gain
a clearer understanding of the operations, opportunities, and challenges there. This visit
was helpful in introducing many to another branch of the Pillar of Fire.
Purpose-Driven Applications to the Local Church
The Purpose-Driven Church Conference was especially motivating to the Pillar of
Fire pastors of Belleview Community Chapel and Zarephath Community Chapel. Both of
these pastors had previously attended the Transitioning Conference in October 2001.
They now brought with them to the Purpose-Driven Church Conference some more key
staff and lay leadership who experienced significant ownership to the purpose-driven
principles. Belleview Community Chapel had already been working intentionally toward
the purpose-driven model. During the conference they signed up for the formal program
called Forty Days of Purpose. This is a comprehensive program designed to be a stimulus
for a local church to effectively implement the purpose-driven principles in a local
church. It includes a half-day satellite seminar with Rick Warren, preaching topics and
outhnes for seven Sundays, and Sunday school and small group study materials for six
weeks. The experience is reported to have been a powerful stimulus for Belleview
Community Chapel resulting in a significant increase in the size and commitment level of
the core lay leadership of the church as well as the addition of a dozen new, small group
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ministries. Tiie pastor at Zarepiiath Community Ciiapel mentored a core group of lay
leaders and provided the groundwork for Forty Days of Purpose that kicked off in
February 2003. In addition, the Pillar ofFire church in Pacifica, California, also signed
up for the formal Forty Days of Purpose program and half-day satellite seminar with Rick
Warren. During the months of September and October, approximately half of the
congregation worked through the Forty Days of Purpose curriculum, and a core group
emerged to help the congregation continue transitioning into a purpose-driven church.
Initial Use of Consultants
The Pillar of Fire has begun to seek the wisdom and guidance of consultants as it
examines various ministry operations and considers change.
Pillar of Fire Schools
In the spring of 2002, the Pillar of Fire Central Board began discussions in
response to three of the members of the Vision Team who are involved as administrators
in three of the Pillar of Fire's primary and secondary academies. The discussions were
not new but became more focused in recommending the common pursuit of accreditation
as one step toward bringing greater health and shared direction and unity amongst Pillar
of Fire schools. The accrediting association of choice was the Association of Christian
Schools International (ACSI) with whom most of our academies have had longstanding
affiliation. The option to hire a consultant to work with the Pillar of Fire for initial
assessment and guidance was discussed. Each of the principals of the five academies was
contacted and expressed support of this direction. Alma Heights Christian School, the
Pillar's academy in Pacifica, California, was already intentionally pursuing ACSI
accreditation. A consultant was identified and contracted in spring of 2002. The
consultant visited all five academies and submitted a status report of each school to the
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Central Board as well as recommendations to strengthen each school and prepare it for
the demanding accreditation process. The Central Board received this report and shared
the findings with the schools' administrations. Steps are being taken to address the
consultant's recommendations and to move forward with progress.
Pillar of Fire Radio
The Pillar of Fire Central Board also began discussions on the potential for the
Pillar of Fire radio network. An initial meeting was held with two consultants to help the
Board revisit the mission, vision, strengths, opportunities, weaknesses, and threats for
WAWZ-FM in Zarephath. This has been the flagship station of the Pillar of Fire,
impacting the significant New York/New Jersey metropolitan market. Following initial
meetings, the consultants were contracted for an ongoing relationship to work with the
Board and WAWZ management. The proceeding months were times of mission
refinement, vision expansion, and the establishment of concrete goals that included
program/format changes to help meet these goals. Many similar program changes had
previously been made at the Pillar of Fire's radio stations in Cincinnati, Ohio (WAKW),
and Denver, Colorado (KPOF). On 26 December 2002 some significant program changes
were instituted as phase one of WAWZ's new direction. Understandably, the changes
have also produced some turbulence that will require ongoing shepherding, but the
changes are fresh and exciting and are being embraced by many listeners.
Purpose-Driven Theme for Pillar of Fire 2002 Annual Conference
The theme for the Pillar of Fire's Annual Conference in the summer of 2002 was
"Purpose-Driven Ministry." The annual conference was attended by approximately one
hundred Pillar of Fire members and staff from around the country as well as the Director
of Missions and some other missions representatives. Scheduled sessions included re-
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visiting thie founding purpose of the Pillar of Fire and some focused discussions of each
of the Pillar of Fire's four primary ministry thrusts: missions, churches, schools, and
media. Also included was a session dedicated to introducing the purpose-driven
principles and a session on how some of these principles could be applied to the Pillar of
Fire (see Appendix F). This conference was a good first step toward exposing the broader
Pillar of Fire constituency present at Annual Conference to the purpose-driven principles.
Clearly, ongoing education and exposure are needed at both the local and national levels
for a healthier understanding and support by the Pillar of Fire's staff and constituency.
Questionnaire and Data Review
Following the Pillar of Fire's Annual Conference in July 2002, the research
questionnaire was completed and sent via e-mail to each of the eight members of the
Vision Team and to six of the seven members of the Central Board of Trustees
(excluding myself). In addition, the Director ofMissions for the Pillar ofFire was
contacted, briefed, and asked to participate in the questionnaire. All participants were
given 1 December 2002 as the deadline for questionnaires to be completed and returned.
Questionnaire responses were received by an assistant, who categorized all responses and
removed names in order to "blind" the reviewer from the names of the respondents. Of
the eight-member Vision Team, seven completed and returned the questionnaire. Five of
the six Board of Trustee members responded. One of these returned a combined response
with his son who was a member of the Vision Team, and another responded with some
reflection and feedback but did not directiy answer any of the questions. In addition, the
Pillar of Fire's Director of Missions completed and returned the questionnaire (see
Appendix G).
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Operational and Research Questions
Three research quesdons were used to help identify the understanding of the Pillar
of Fire's founding purpose, a proposed purpose-driven restructuring, and the recepdvity
to such a restructuring.
Research Question 1: Unified Purpose
What are the common or key perceptions among the leadership of the Pillar of
Fire regarding its founding purpose?
In order to answer this research question, three interview questions were created.
Question A. What was the primary founding purpose of the Pillar of Fire?
Four (36 percent) of the direct responses to this question were quotes from Article II of
the Pillar of Fire Discipline:
The purposes for which this organization is formed are the building up of
the Kingdom of God in the earth through the preaching of the Gospel; the
publication and circulation of religious literature; the establishment and
maintenance of schools for both secular and religious instruction, with all
necessary adjuncts for their support and efficiency; the estabhshment and
maintenance of churches for the spreading of the Gospel; the engaging in
works of education, benevolence, patriotism, charity, and missions
everywhere, and the building up of Christian character among all people.
(R. White 29)
One response summarized this statement by simply hsting the motto on the historical
letterhead of the Pillar of Fire that states, "Religious, Benevolent, Educational."
All of the responses listed the purpose of spreading the gospel while six (55 percent) also
emphasized the purpose of proclaiming biblical holiness and helping people to
experience the sanctifying work of the Holy Spirit and live a hfe of consecration. One
respondent expressed this aspect of the mission as seeing people "embrace a radical form
of Christianity leading to spiritual transformation and consecrated life." Additionally,
three respondents (27 percent) referred to the historical statement of the Pillar of Fire's
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1926 Discipline, noting components of the Pillar of Fire's founding purpose to "expose
apostasy
" in the church and "expose evil" in society (17). One of these respondents listed
other social agendas such as standing against the evils of public school education and
liquor traffic and to champion the "restoration of women's proper place in the church and
society."
Question B. What is the current purpose of the Pillar of Fire? Most of the
respondents stated that the current purpose of the Pillar of Fire is unchanged from the
founding purpose. One added to this purpose the training of young people as Christian
leaders, as well as the planting and supporting of missions around the world. Another
respondent referred to the expanded mission statement contained in the revised 2002
edition of the Pillar of Fire Discipline. This new statement does not change the founding
mission, but for legal purposes is very long and detailed (Dallenbach 34-35). Three
respondents (27 percent) expressed that the current mission is not well understood or
appreciated, and two (18 percent) lamented that instead of "building up the kingdom of
God," a transition had taken place to self-preservation and maintenance mode in many of
the ministries. Similarly, one respondent stated that the present organizational purpose is
unclear and repeated the theme ofministry self-preservation while also expressing
encouragement by new programs such as Victory Sports Camps and Somerset Christian
College. Preservation of founding doctrines and survival as an organization was noted by
another respondent to be the current purpose of the Pillar of Fire. A final respondent
included the purpose of seeing people saved, sanctified and discipled.
Question C. What are the primary categories of the Pillar of Fire's ministry
that are linked to this purpose? Four of the respondents (36 percent) listed the four
primary categories of missions, churches, schools, and media. Three of the respondents
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(27 percent) listed churches, schools, and media but did not include missions in their list.
Two (18 percent) included special events in their list, and two (18 percent) did not
specifically answer the question. One respondent expressed that this question could not
be answered until the Pillar ofFire defined and accepted its purposes.
Research Question 2: Organizational Structure
What would be the key components of a purpose-driven organizational structure
for the Pillar of Fire? In order to answer this research question, three interview questions
were created.
Question D. What would a purpose-driven organizational structure look like
for each of the Pillar of Fire's primary ministry categories? This was a more involved
question that elicited answers of greater detail. One respondent expressed that the
constitution, by-laws, and the Discipline of the Pillar of Fire already provide adequate
structure if implemented. Another respondent emphasized that to be truly purpose-driven,
the Pillar of Fire must seek God's leading and help in all initiatives as it strives to have
healthy churches, schools, missions, and media. One mentioned the importance of
closely examining and clarifying the organization's purposes to make sure that they are
biblical and still relevant for the twenty-first century. Another emphasized the necessity
to hire and retain competent, committed, spiritually mature, and passionate visionary
leaders and staff Also noted was the importance of working with competent and
seasoned consultants.
At the level of the Central Board, most respondents spoke about the need for the
Board to be very involved in expressing the vision, communicating the purpose, and
playing a leading role via accountability to ensure the implementation of any purpose-
driven initiatives. This leading role would include the establishment of clear goals with
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measurable outcomes that would be evaluated by the Central Board. In doing so, the
Central Board would hold ministries and individuals accountable for their performance.
Further, two respondents (18 percent) emphasized the importance of assigning four board
members each of whom would serve as the liaison/board representative for one of the
Pillar of Fire's four primary ministry categories.
One of the respondents noted the need for a clear chain of command from top to
bottom of the organization. Five of the respondents (45 percent) expressed the need to
establish more layers of leadership/management within the Pillar of Fire. This included
the appointment of a national director or facilitator for each ministry category. The
director/facilitator would work in close connection with the Board liaison and with local
leadership of that ministry category and be held accountable by the Central Board. This
person's role would include working to help establish goals, to ensure implementation,
and to conduct outcomes assessment and performance evaluation. Two respondents (18
percent) noted the importance of the national director/facilitator working with an
advisory team or task force in the process.
For healthy coordination, one respondent stated that Central Board liaisons and
national directors/teams should meet at least once a year in preparation for the Pillar of
Fire's annual conference. The purpose of this meeting would be to review outcome data
and to generate reports necessary for discussion and decision at the annual conference.
The same respondent also proposed the hiring of a full-time assistant to the general
superintendent to work primarily with the new ministry leaders. This person would serve
as chair of a purpose team and work to coordinate, communicate, and facilitate under the
general superintendent.
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Question E. What would a purpose-driven organizational structure look like
at the local leadership level of each of the Pillar of Fire branch campuses? The
answers to this question had many similarides to the previous question including the
Central Board's role of establishing and expressing the purpose and vision for each
ministry. The importance was again expressed for the Pillar ofFire to seek God's leading
and help in all inidadves as it strives to have healthy churches, schools, missions, and
media. Also expressed again was the necessity to hire and retain competent, committed,
spiritually mature, and passionate visionary leaders and staff and to work with competent
and seasoned consultants. A final repeated emphasis was the need for ongoing
accountability and performance evaluation for directors and staff. In order to help
facilitate this, one respondent recommended the Central Board schedule meetings once or
twice a year at each branch campus.
One respondent referred directly to the Discipline's description of the duties and
responsibilities of presiding elders, bishops, and superintendents. Most respondents listed
the need to appoint a local director to be a champion for each of the ministry categories
operating at that particular branch campus of the Pillar of Fire. The director would work
with a local team and be under accountability. Two respondents (18 percent) expressed
the need for each local director to be accountable to a local branch director and/or board
while two others (18 percent) mentioned accountability directly to the national director
and/or Central Board. One of the respondents favoring local accountability emphasized
the importance of the local ministry category director to serve as part of a local leadership
board consisting of the various ministry directors in addition to the buildings and grounds
supervisor and business manager. This local board should be chaired by someone directly
accountable to the Central Board. A final respondent presented a proposed organizational
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chart for a local church and school ministry.
Question F. What would a purpose-driven organizational structure look like
at the level of the Central Board of Trustees? Again, the importance was expressed
that the Pillar of Fire seek God's leading and help in all inidatives as it strives to have
healthy churches, schools, missions, and media. One referred to the Discipline's
requirement that only ordained elders be eligible to serve on the Central Board. Two (18
percent) expressed the necessity of Central Board members being spiritually gifted,
trained, experienced, and mature Christians with successful track records. One
respondent simply wrote, "I don't know." Most respondents agreed on the necessity of
the Central Board to have a key leadership, not management role. One expressed the need
for Central Board members to have areas of expertise and to be unified in purpose not
pushing their own agendas. Another noted that each board member should be responsible
for one of the Pillar's four primary ministry categories. Two (18 percent) emphasized key
leadership issues like policy development, support and evaluation ofministry leaders,
financial stewardship, and vision casting. One expressed that, as part of the process,
Central Board members should receive and evaluate vision ideas from each ministry
director and/or ministry team. Another stated that the Central Board must take the lead in
expanding effective ministries, eliminating ineffective ministries, and launching new
ministries to meet the needs of this world. Four (36 percent) respondents noted the
importance of the Central Board working together with and not independent of the
national directors/facilitators and local leadership teams. This cooperation would include
utilizing the ministry teams and ministry directors for communication and empowering
them with both responsibility and authority and holding them accountable for vision
execution.
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Research Question 3: Leadership Support
In what ways or to what level do Pillar of Fire leaders support the purpose-driven
organizational structure?
In order to answer this research question, three interview questions were
developed.
Question G. Would you support such an organizational restructuring at the
ministry/ministries you serve? Eight (73 percent) of the direct responses to this question
were affirmative. One responded "yes" within specified parameters, and another noted
that leadership training would be essential to help avoid problems with inexperienced
people appointed to supervisory levels. The same respondent also cautioned that
resistance could be expected from people who were not accustomed to accountability.
Two respondents (18 percent) expressed support for implementation of the organizational
structure that is outlined in the Discipline.
Question H. Would you support such an organizational restructuring at the
ministry branch where you serve? Eight (73 percent) of the direct responses to this
question were affirmative, including one respondent who stated, "It is happening as we
speak." Again, one responded, "yes" but "within specified parameters", and another
repeated the caution that some would be resistant. Two respondents (18 percent)
expressed support for implementation of the organizational structure that is outlined in
the Discipline.
Question 1. Would you support such an organizational restructuring at the
level of the Central Board of Trustees? Again, eight (73 percent) of the direct
responses to this question were affirmative. Two respondents (18 percent) expressed
support for implementation of the organizational structure that is outlined in the
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Discipline. One respondent cautioned that while the Central Board may be generally
supportive, it might be unwilling or unable to implement specific changes because
change is painful. The same respondent spoke of the need for the Central Board to get out
of the "micro-management mode." Another respondent again expressed support within
"specified parameters." A final respondent wrote of the need for one Board member to be
assigned an area of responsibility relating to each of the Pillar of Fire's four ministry
categories and ended by quoting from Bolman and Deal: "Every organization must either
find a design that works or reorganize-or it will ultimately fail (47)."
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CHAPTER 5
SUMMARY AND CONCLUSIONS
This study was motivated by a conviction that the Pillar of Fire is poised to be an
organization that God can use greatiy for his kingdom work in the twenty-first century.
As an evangelical Christian organization in the Wesleyan holiness tradition, the Pillar of
Fire has been used of God since its inception in 1901. My conviction, however, is that the
Pillar of Fire's growth and impact have been hampered over time by a lack of clear
organizational purpose, a compelling vision, and an organizational structure that is
sufficient to nurture health, growth, and effectiveness.
The purpose of this study was to develop and test receptivity to a purpose-driven
organizational structure for the Pillar of Fire. A case-study approach was taken, focusing
on two groups. One group is the Pillar of Fire's primary governing body known as the
Central Board of Trustees-a seven-member board chaired by the Pillar of Fire's
president/general superintendent. The other group was formed for the purposes of this
study and called the Vision Team. The Vision Team is an eight-member committee
comprised of representatives from both genders and differing generations, representing
each of the Pillar of Fire's four primary ministry categories (missions, churches, schools,
and media) and the Pillar's five primary branch campuses in the U.S. (Zarephath, NJ,
Cincinnati, OH, Denver, CO, Los Angeles, CA, and Pacifica, CA).
Summary of Findings
Central to this case study was the development of a questionnaire to be completed
by the Pillar of Fire Central Board members and the Vision Team. This questionnaire
utilized nine questions to help identify the understanding of the Pillar of Fire's founding
purpose, to identify elements of a proposed purpose-driven restructuring, and to test the
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level of receptivity to such a restructuring. The following is a summary of the findings of
this study.
Purpose
Most of the participants agreed that the original purpose of the Pillar of Fire
included the spreading of the gospel and other elements contained in the founding
mission statement located in Article II of the Pillar's Discipline. Article II is a full
paragraph but could be sununarized by "the building up of the kingdom of God." This
purpose has historically been pursued primarily through the ministry categories of
missions, churches, schools and media. Media has included both pubhshing and radio in
the past but currently is primarily related to radio. Also expressed as foundational to the
organizational purpose was that the Pillar of Fire remains reliant on prayer and the
leading of the Holy Spirit in all things. The Pillar of Fire was founded not with just the
passion of proclaiming the gospel but also of proclaiming biblical holiness, calling people
to a transformed life through a sanctifying relationship with the Lord Jesus Christ. All
participants agreed that the founding purpose has not changed, but some expressed that it
is underemphasized and not well recognized. A few respondents added that a
maintenance and survival mode has set in, which is keeping the Pillar of Fire from
pursuing its purpose with the passion of its earlier years.
Purpose-Driven Structure
The Pillar of Fire, along with other Wesleyan holiness organizations, emphasizes
a life of total heart surrender to the Lord. Some people may think that all God expects of
us is a consecrated life, and he will take care of the rest of the details related to effective
life and ministry. This thinking is inconsistent with John Wesley's methodical approach
to the spiritual disciplines and to the structure of ministry. While righdy emphasizing the
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sanctified life, the Pillar of Fire has given inadequate attention to the New Testament
example of organizational structure.
Respondents showed strong agreement that structure is an important part of an
efficient organization and that the Pillar of Fire's current structure is insufficient for
healthy communication and effective leadership and operations. Recognizing that the
Pillar of Fire operates with four primary ministry categories, broad consensus was
indicated that its structure should reflect these ministry categories beginning with the
appointment of one Central Board member to be the primary board liaison for each
primary ministry category. At the local level, each branch would have the leaders of each
ministry category present on that campus represented on the local governing board. Some
noted that future appointment to the local board should be contingent upon expertise and
performance in one of these ministry areas. Moderate agreement was expressed for the
need for another layer of management between the Central Board and the local boards.
National directors/facilitators should be appointed to serve as champions for each of the
Pillar's four primary ministry thrusts. This national level role should include ensuring
that vision from the Central Board is implemented, strategic planning for the ministry is
accomplished, and evaluations are performed for ministry effectiveness and personnel
performance. About half of the questionnaire respondents wrote about the opportunity to
use extemal consultants to assist at the national and local level for each of the ministry
categories. Some respondents emphasized that ministry teams needed to be formed and
utilized at both the local and national level (see Figure 3).
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President/General
Superintendent
VP/Assistant General
Suoerintendent
National Ministry
Liaisons and Consultants
Central Board Financial Advisory
Committee
CA Board CO Board OH Board
NJ Board
Staff
Staff Staff Staff
Note: Central Board includes one trustee appointed as board liaison for each of the Pillar of Fire's four
primary categories. Composition of the Regional Boards includes General Superintendent, Central Board
members residing at that location, a local Board Chair, Directors of each of the Pillars four primary
ministry categories, local Director of Business, and local Director of Facilities.
Figure 3. Pillar of Fire Proposed Purpose-Driven Organizational Chart
The questionnaire responses indicated strong general support for the types of
purpose-driven structural changes discussed. This support was registered unanimously by
all but two of the Vision Team members and by the four out of five Central Board
members that directiy answered the questionnaire questions. Of the remaining two Board
members, one did not respond at all and another e-mailed expressing the need for more
information before being able to answer the questions in an informed manner. The two
Vision Team members emphasized the importance of remaining consistent with the
structure outlined in the Disciphne.
Other themes emerged with frequency in the questionnaire responses and
discussions. One of these themes was concern that the Pillar of Fire not lose the founding
biblical passion of calling people to a transformed life through the sanctifying work of the
Receptivity to Organizational Structural Changes
Other Emerging Themes
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Holy Spirit. This has been the heartbeat of the Wesleyan holiness tradition within which
the Pillar of Fire is firmly rooted.
A second theme was the call for leadership. The need was repeatedly expressed
for the Pillar of Fire Central Board to focus on their most important leadership activides.
These activities include capturing and effectively expressing vision as well as making the
key appointments for ministry leadership and then holding these leaders and their
ministries accountable for effectiveness. The need for the Central Board to empower and
enable the leaders and managers under them to perform their tasks with as limited
intervention as possible was expressed. The Central Board's primary intervention should
be through holding the leaders and managers under them accountable for such things as
strategic planning, goal setting, budget development, management, and the establishment
of clear benchmarks for ministry effectiveness. This type of accountability has been
lacking. The need for annual performance evaluations to be performed on ministry
leaders was often mentioned, as well as ensuring that ministry leaders in turn were
conducting appropriate evaluations on their own staffs. Linked to the need for evaluations
was the need for the Board to hold ministry leaders accountable and to remove them if
their performance was inadequate.
A third theme repeatedly expressed was the need for more effective
communication on local and national levels between the branch campuses and the
individual ministry categories. Local ministry directors hoped to be more engaged with
those who held similar roles at other branch locations, as well as being more informed in
general on what was happening on the Pillar of Fire national and international scene.
Study Implications and Applications
This study holds some implications and suggested applications for the Pillar of
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Fire in relation to purpose and structure at both local and national levels.
The Need to Clarify and Communicate the Purpose
The purpose of the Pillar of Fire is expressed in the 2002 edition of its Discipline.
In this revised edition, the organization's founding purpose in Article II of the by-laws
remains but is now also accompanied by a much longer and comprehensive mission
statement. These mission statements accomplish their legal purpose but are not clear,
compelling, or concise enough (Dallenbach 23-24). Drucker makes the important
statement, "A nonprofit institution will start to flounder almost immediately unless it
clearly defines its mission and emphasizes that mission again and again. This is doubly
true for the nonprofit that relies on donors, volunteers or both" (Managing 218). Time has
come to define the Pillar of Fire's organizational purpose in a way that is clear, concise,
and compelling.
I propose that the Pillar of Fire's Central Board recognize the need to clarify and
conununicate its purpose as one of its highest and time-sensitive priorities. The Central
Board should work together with the other Pillar of Fire local board members to produce
such a statement prior to its next annual conference in the summer of 2003. This can be
accomplished through a retreat format utilizing a consultant to guide the discussion and
process. Such a retreat would need the full support of the president/general
superintendent.
The emerging functional purpose statement needs to be succinct, focused, and
consistent with the Pillar of Fire's tradition and heritage. An example of such a statement
could be: The Pillar of Fire is a denomination within the Wesleyan holiness tradition. Its
purpose is to operate churches, missions, schools, media, and other programs to proclaim
the gospel, touch the world with God's love, and develop fully devoted followers of
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Christ.
In addition to emerging with a functional organizational purpose statement, action
points would need to be established on effectively communicating the Pillar of Fire's
purpose on a regular basis to its staff, members, and constituency. One great benefit of
the Central Board working with local board members would be the resulting growth in
unity and team building in preparation for the next steps of change to take place
effectively.
Central Board Focus
The Central Board must lead the way in reorienting itself to greater focus on the
key organizational leadership entrusted to them. The Board needs to recognize also that
one of its primary roles is to nurture a culture that reinforces the passion and purpose of
the Pillar of Fire. The Board's primary contribution must be strategic and focused on
crucial "do or die" issues for the Pillar of Fire. The Board needs to be concerned about
results that are linked to defined timetables and clear measures assessing results.
Edgar Schein states that one of the most powerful ways leaders communicate is
by "what they systematically pay attention to. This can mean anything from what they
notice and comment on to what they measure, control, reward, and in other ways
systematically deal with" (231). Outcome measures with clear timeframes and
performance evaluations based on clear expectations are primary ways to embed change
and transmit culture. Other primary mechanisms include budgeting and resource
allocation and criteria for staff recruitment, hiring, firing, promotion, and retirement. This
study indicates the need for greater attention in these areas. Purpose-driven structural
changes like those proposed in this study are cultural reinforcers not cultural creators. As
such, structural changes will prove to be ineffective if the primary mechanisms of
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embedding cultural change are not given sufficient focus (231-47).
Purpose-Driven Structural Changes
Senge reflects that organizations of all types are wrestling with the structure of
governance system related to central authority and control vs. more decentralization and
independence of local units. Both traditional authoritarian hierarchies and independent
local control are problematic options. One can inhibit creativity and healthy autonomy
while the other can produce disconnected self-interest. The ideal is to gain the advantages
of both by a well-managed interdependency that requires a clear structure and line of
authority, strong communication, and empowerment linked with accountability (Senge,
Kleiner, Roberts, Ross, Roth, and Smith 361-62). George Bama reflects that unless
leaders design the appropriate stmcture for their organization, they will hinder its
potential. Stmcture must facilitate effectiveness if a church or organization wants to be an
agency of transformation (Habits 49-50).
Central Board Structure
Four Central Board members should be appointed this spring to be the primary
board liaison for one of each of the four primary ministry categories. These appointments
ultimately need to be made by the president/general superintendent. Prior to these
appointments, a position description needs to be developed clearly outlining the
responsibility and expectation of each appointment. Board liaisons in each category
would stay in regular contact with the ministry category national director/facilitator and
local directors and report regularly to the president/general superintendent and the
Central Board (see Figure 3 p. 82).
In addition to these board liaison appointments, the utilization of experienced
financial advisors to the Board is necessary. The needs, opportunities, threats, and
Cruver 87
complexities of Pillar of Fire finances are beyond the expertise of the Central Board.
Much wisdom in found in wise counsel. The Pillar of Fire Discipline actually calls for the
president/general superintendent to appoint a financial advisory committee (Dallenbach
27). These individuals will serve in a voluntary, advisory capacity in a fashion similar to
most nonprofit boards. Their wisdom will be invaluable as the Central Board begins to
look at issues of vision, strategic planning, and the financial imphcadons of both.
National Level
In conjunction with Central Board ministry liaison appointments, I believe the
president/general superintendent needs to work with the Central Board and local state
boards in identifying and appointing national directors/facilitators over each of the Pillar
of Fire's four primary ministry categories (excluding "missions" because a Director of
Missions has already been appointed and is active in service). Prior to these
appointments, a position description needs to be developed that clearly outiines the
responsibility and expectation of each appointment. The primary role of these national
directors/facilitators would be to ensure vision directives from the Central Board are
implemented and to enhance and facilitate communication amongst local ministry
directors and between the local ministries and the Central Board. A further emphasis
would be to facilitate strategic planning and budget development and to ensure annual
ministry assessment and performance evaluations. In recognizing both the issues of
leadership development and of financial cost, the goal should be to appoint individuals
currently on staff with the Pillar ofFire to serve in these roles. The appointed national
facilitators could maintain their current Pillar ministry role in conjunction with their new
role.
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Local Level
At the local branch campus level, the director of any of the four primary ministry
categories operating at that branch should have representation on the local board. Such
representation should be in the form of formal board appointment either voting or ex
officio, nonvoting. These appointments will help to enhance communication and also
help to ensure that the needs/activities of each ministry category are represented. Because
most decisions have financial implications, the local director of business/finance needs to
be represented on the board. The local director of facilities should be represented as well
since the multiple ministry use of each campus requires much physical plant planning and
coordination.
Consultants
Scripture reminds us, "Plans fail for lack of counsel, but with many advisors they
succeed" (Prov. 15:22). The Pillar of Fire's recent experience in utilizing consultants in
the areas of education and media has been positive and lays the groundwork for the
future. Consultants for each of the Pillar of Fire's ministry categories now need to be
identified who have expertise and proven track records in each of the four primary
ministry categories of the Pillar of Fire. These consultants should be contracted for an
initial twelve-month period to work with the Board liaison, national facilitator, and local
directors. Consideration can be given to utilizing the consultants currently active for
education and media as the right choice to continue into this next stage. A primary
responsibility during this twelve-month period is to develop a proposed vision for that
ministry category at the local and national levels and to develop an initial three-year
strategic plan to present for consideration to the Central Board of Trustees.
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The Use of Teams
What I have proposed essentially is the formation and utilization ofministry
teams for each of the four Pillar ofFire primary ministry categories: missions, churches,
schools, and media. The ministry teams would be comprised of the respective Central
Board liaison, the national ministry director/facilitator, and the local ministry directors.
At least during the first twelve-month period, these teams would also include a
consultant. The teams would work together for the development of broad level vision and
strategic planning to present to the Central Board for approval (see Table 5).
Table 5. Pillar of Fire Proposed Purpose-Driven Team by Category
Churches Missions Schools Radio
Central Board
representative
Central Board
representative
Central Board
representative
Central Board
representative
Missions board
National church liaison
Church consultant
Director of Missions
Missions consultant
National education
liaison
Education consultant
National radio liaison
Radio consultant
Senior pastors
of local churches
Mission field directors School principals Station managers
The linking of local, national, and board level individuals into teams will enhance
communication and a real sense of connection amongst the ministries and branch
campuses and will also help to offset the risks and downside of the Pillar of Fire's
organizational structure. This structure of separate geographical campuses fits what
Mintzberg calls "divisional form." (386-87). The potential risks and downside include
insufficient central oversight and the board losing sufficient touch with the operations. In
varying degrees, both of these potential liabilities are a present reality.
Cruver 90
Job Descriptions and Performance Reviews
Job descriptions need to be developed for every employee of the Pillar of Fire.
This is now the norm for many of the ministries within the Pillar of Fire, but it needs to
be mandated organizadon wide. A job description is not magical but merely estabhshes a
baseline of job requirements and expectations for each position. Descriptions serve as
guides and require revision over time as needs and roles change. Job descriptions are a
necessary component as annual job performance evaluations become mandated.
A Word about Financial Cost
The primary costs associated with these proposed structural changes relate to the
utilization of consultants, in addition to some minimal travel and communication
expenses. Overall, costs can be contained and need not be exorbitant. Nonetheless, some
investment will be needed. The question is whether the cost of change will be more or
less than the cost of not changing. I am convinced that the impact of not implementing
these important structural changes will continue to be much more costly in terms of
finances and ministry effectiveness to the Pillar of Fire in both the short and long-term.
Limitations of the Study
This study was limited to the Pillar of Fire's ministries operating within the
United States, although significant application can be made to the Pillar of Fire's
international missions program. Applications, in principle, could be made to other
organizations, with the recognition that the purpose, vision, and resources of each
organization vary and, therefore, the most effective organizational structure also varies.
This case study did not involve a large population sample but instead utilized a small
number of leaders/representatives comprising the seven-member Central Board of
Trustees and the eight-member Vision Team that was formed for the purposes of this
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study. Due to the relational closeness of these groups, the results of this study may also
be limited by members being influenced by one another's opinions or by my opinion.
Opportunity for Future Study
The findings and limitations of this study provide some direction for future
inquiry. The implications of these findings on the international level of Pillar of Fire's
foreign missions could be formally studied. Additionally, consideration could be given to
ways similar Christian organizations can avoid encountering some of the challenges
currentiy faced by the Pillar of Fire.
Final Thoughts-The Challenge of Change
The Pillar of Fire is a Christian organization within the Wesleyan holiness
tradition. Passion, innovation, and change are components of its heritage and
organizational DNA. This study, in part, is about reconnecting to this heritage.
Change rarely comes easily. Even though the human body and all living
organisms live in a constant state of change, most people still find it difficult to accept
change. Organizations are comprised of people, and, therefore, most institutions are slow
to embrace change in spite of the fact that most institutions emerge out of creative
innovation. Introducing change into a culture that is unaccustomed to change is
especially challenging. Most people tend to be resistant to change they are not leading.
The closer the change hits to home, the more resistant to it people can become. Preparing
people and organizations for change requires a lot of communication and education, and
to not "drop the ball" somewhere is difficult.
Change needs to be handled with great sensitivity and without compromise of
Christian values and biblical convictions. Change usually hurts because change not only
affects structures, but it also impacts people. The goal is to help people understand the
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purpose and need for change and, as much as possible, to include them as part of the
change process. People need to feel respected and appreciated through this process. In
spite of the discomfort it brings, change is not an option for an organization to survive
and be effective.
Some of the initial steps toward purpose-driven changes noted in this chapter have
already created some challenges and misunderstandings, which is regrettable and difficult
even though the changes appear to be right and necessary. Sensitivity to people and
relationships is important, but purpose-driven organizational changes need to be made
and accountability for performance needs to take place. Decisions, however, that impact
people must be bathed in prayer and implemented in a spirit of love.
Although the process of change produces some turbulence and pain, the goal is to
make the Pillar ofFire a more focused, passionate, and effective purpose-driven Christian
ministry so that the kingdom of God can be built up and many more people can be
touched with the love and salvation of Christ.
Organizational structure is only one component. The anointing evidenced by
Alma White and the faithful laborers within the Pillar of Fire through the decades is a
result of hearts consecrated to the Lord, obedient to the Word of God, and devoted to
prayer. This study has emphasized the importance of purpose-driven structure for
organizational efficiency and effectiveness, but if the Pillar ofFire is to fulfill the purpose
for which it was called forth, those who lead and follow in all the ministries must be men
and women of transformed lives who are empowered and led by the Holy Spirit. The
importance of personal and corporate prayer needs to be emphasized and modeled. Prayer
must remain as a central ritual and passion of the Pillar ofFire. Prayer is powerful and a
constant reminder that the ministries of the Pillar of Fire are dependent on God's
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anointing and provision if they are to be effective.
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APPENDIX A
PILLAR OF FIRE HISTORICAL MINISTRY OVERVIEW
CHURCHES/MINISTRIES
State/Country Church/Ministry State/Country Church/Ministry
Prior to 1910 Existed in 1910s
California Los Angeles California Los Angeles
Colorado Denver Colorado Denver
Indiana Lafayette Florida Jacksonville
Kentucky Paris Maryland Baltimore
New Jersey Zarephath New Jersey Zarephath
Texas Amarillo Newark
Utah Salt Lake City Paterson
West Virginia Beverly Plainfield
England London Trenton
India New York Brooklyn
TOTAL 10 Troy
Ohio Cincinnati
Cleveland
Pennsylvania Philadelphia
Wilkes-Barre
Rhode Island Providence
England London
TOTAL 17
Existed in 1920s Existed in 1930s
California Los Angeles California Los Angeles
Colorado Colorado Springs Pasadena
Denver San Francisco
Longmont Colorado Belleview (Denver)
Westminster Boulder
Connecticut New Haven Colorado Springs
D.C. Washington Denver
Florida Jacksonville Fort Collins
Illinois Chicago Globeville (Denver)
Indiana Indianapolis Greeley
Maryland Baltimore Keenesburg
Cumberland Longmont
Michigan Detroit Loveland
Michigan Flint Pueblo
Missouri St. Louis Connecticut New Haven
Nebraska Omaha D.C. Washington
New Jersey Bound Brook Florida Daytona Beach
East Millstone Jacksonville
East Rutherford West Palm Beach
Lakewood Illinois Chicago
Newark Maryland Baltimore
Passaic Massachusetts Boston
Plainfield Michigan Detroit
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1920s continued 193 )s continued
Somerville Missouri St. Louis
Trenton Nebraska Omaha
Zarephath New Jersey Bound Brook
New York Amityville, Long Island Garwood
Brooklyn Green Village
New York City Manville
Troy New Brunswick
Ohio Cincinnati Newark
Cleveland Passaic
Pennsylvania Danville Plainfield
Harrisburg Rahway
Hegins Red Bank
Johnstown Trenton
McElhatten Zarephath
Minersville New York Brooklyn
Philadelphia Mineola
Pittsburgh North Bellmore
Wilkes-Barre Queen's Village, Long Is.
Winburne Troy
Rhode Island Providence Ohio Cincinnati
South Carolina Cross Hill Columbus
Virginia Norfolk St. Bernard
Richmond Pennsylvania Danville
England London Everett
TOTAL 47 Lock Haven
Lord's Valley
Minersville
Philadelphia
Pittsburgh
Plymouth Mountain
Uniontown
Wilkes-Barre
Winburne
Rhode Island Providence
Utah Salt Lake City
W. Virginia Huntington
England Birmingham
London
TOTAL 61
Existed in 1940s Existed in 1950s
California Los Angeles California Los Angeles
Oakland Oakland
Pasadena San Francisco
San Francisco Colorado Boulder
Colorado Belleview (Denver) Colorado Springs
Berthoud Denver (Alma Temple)
Boulder Denver (Argo Church)
Brighton Denver ("Carmel"
Colorado Springs Denver ("Sharon")
Denver (Alma Temple) Fort Collins
Denver (Argo Church) Greeley
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1940s continued 1950s continued
Denver ("Carmel" Lafayette
Denver ("Sharon") Longmont
Fort Collins Louisville
Globeville (Denver) Loveland
Greeley Morrison
Lafayette Pueblo
Longmont Connecticut New Haven
Louisville D.C. Washington
Loveland Florida Jacksonville
Morrison West Palm Beach
Pueblo Illinois Chicago
Connecticut New Haven Michigan Detroit
D.C. Washington Missouri St. Louis
Florida Daytona Beach Nebraska Omaha
Jacksonville New Jersey Bound Brook
West Palm Beach Garwood
Illinois Chicago Manville
Maryland Baltimore Newark
Michigan Detroit Paterson
Missouri St. Louis Plainfield
Nebraska Omaha Trenton
New Jersey Bound Brook Zarephath
Garwood New York Brooklyn
Manville North Bellmore, Long Is.
New Brunswick Ohio Cincinnati
Newark Pennsylvania Danville
Passaic Everett
Paterson Lock Haven
Plainfield Lord's Valley
Rahway Mt. Braddock
Red Bank Oliver No. 3
Trenton Philadelphia
Zarephath Pittsburgh
New York Brooklyn Plymouth Mountain
North Bellmore, Long Is. Rimersburg
Queen's Village, Long Is. Winburne
New York Troy Rhode Island Providence
Ohio Cincinnati Utah Salt Lake City
Pennsylvania Allentown Washington Seattle
Danville Wyoming Cheyenne
Everett Laramie
Lock Haven England Birmingham
Lord's Valley London
Minersville TOTAL 54
Oliver No. 3
Philadelphia
Pittsburgh
Plymouth Mountain
Rimersburg
Uniontown
Wilkes-Barre
Winburne
Rhode Island Providence
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194Os continued 1950s (previous page)
Utah Salt Lake City
Washington Seattle
Wyoming Cheyenne
Laramie
England Birmingham
London
Newcastle-on-Tyne
TOTAL 71
Existed in 1960s Existed in 1970s
California Los Angeles California Los Angeles
Oakland Oakland
Pacifica Pacifica
San Francisco San Francisco
Colorado Boulder Colorado Boulder
Colorado Springs Colorado Springs
Denver (Alma Temple) Denver (Alma Temple)
Denver (Argo Church) Denver (Champa St.)
Denver ("Carmel" Denver ("Carmel"
Denver ("Sharon") Denver ("Sharon")
Fort Collins Greeley
Greeley Lafayette
Lafayette Loveland
Longmont Morrison
Louisville Thurmond
Loveland Westminster-Denver
Morrison Connecticut New Haven
Pueblo D.C. Washington
Connecticut New Haven Florida Jacksonville
D.C. Washington West Palm Beach
Florida Jacksonville Illinois Chicago
West Palm Beach Michigan Detroit
Illinois Chicago Missouri St. Louis
Maryland Baltimore Nebraska Omaha
Michigan Detroit New Jersey Belle Mead
Missouri St. Louis Bound Brook
Nebraska Omaha Garwood
New Jersey Belle Mead Little Falls
Bound Brook Newark
Garwood Plainfield
LiUle Falls Trenton
Manville Zarephath
Newark New York Brooklyn
Plainfield North Bellmore, Long Is.
Trenton Ohio Cincinnati
Zarephath Pennsylvania Danville
New York Brooklyn Lord's Valley
North Bellmore, Long Is. Mt. Braddock
Ohio Cincinnati Oliver No. 3
Pennsylvania Danville Philadelphia
Everett Pittsburgh
Lock Haven Plymouth Mountain
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196 )s continued 197 )s continued
Lord's Valley Winburne
Mt. Braddock Utah Salt Lake City
Oliver No. 3 Washington Seattle
Philadelphia Cheyenne
Pittsburgh Wyoming Laramie
Plymouth Mountain England Birmingham
Winburne London
Rhode Island Providence Liberia
Utah Salt Lake City Nigeria
Washington Seattle Spain
Wyoming Cheyenne TOTAL 52
Laramie
England Birmingham
London
Liberia
TOTAL 57
Existed in 1980s Existed in 1990s
California Los Angeles California Los Angeles
Pacifica Pacifica
San Francisco Colorado Boulder
Colorado Boulder Denver (Alma Temple)
Colorado Springs Denver ("Sharon")
Denver (Alma Temple) Westminster-Denver
Denver ("Sharon") Florida Jacksonville
Greeley Illinois Chicago
Loveland New Jersey Little Falls
Thurmond Zarephath
Westminster-Denver Ohio Cincinnati
Connecticut New Haven Pennsylvania Danville
Florida Jacksonville Mt. Braddock
West Palm Beach Philadelphia
Illinois Chicago Winburne
Nebraska Omaha Washington Seattle
New Jersey Belle Mead England London
Little Falls Costa Rica
Trenton India
Zarephath Malawi
New York North Bellmore, Long Is. Philippines
Ohio Cincinnati Liberia
Pennsylvania Danville Spain
Lord's Valley TOTAL 23
Mt. Braddock
Philadelphia
Plymouth Mt. (Shavertown)
Winburne
Utah Salt Lake City
Washington Seattle
England London
India
Liberia
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1980s continued 1990s (previous page)
Malawi
Nigeria
Philippines
Spain
TOTAL 37
Current - 2003
California Los Angeles
Pacifica
Colorado Denver
Westminster
New Jersey Zarephath
Ohio Cincinnati
Pennsylvania Winburne
Costa Rica
England London
India
Liberia
Malawi
Nigeria
TOTAL 13
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PILLAR OF FIRE HISTORICAL MINISTRY OVERVIEW
SCHOOLS
State/Country Primary/Secondary State/Country Primary/Secondary
Prior to 1920
Colorado Denver
New Jersey Zarephath
TOTAL 2
Existed in 1920s Existed in 1930s
California Los Angeles California Los Angeles
Colorado Colorado Springs Colorado Belleview (Denver)
D.C. Washington Boulder
Florida Jacksonville Colorado Springs
Illinois Chicago Greeley
Michigan Detroit Loveland
Missouri St. Louis D.C. Washington
New Jersey Bound Brook Florida Jacksonville
Trenton Illinois Chicago
Zarephath Michigan Detroit
Ohio Cincinnati New Jersey Bound Brook
Pennsylvania Philadelphia Trenton
Winburne Zarephath
TOTAL 13 New York No. Bellmore, Long Is.
Ohio Cincinnati
Pennsylvania Philadelphia
Rhode Island Providence
Utah Salt Lake City
England Birmingham
London
TOTAL 20
Existed in 1940s Existed in 1950s
California Los Angeles California Los Angeles
San Francisco San Francisco
Colorado Belleview (Denver) Colorado Boulder
Boulder Colorado Springs
Colorado Springs Denver ("Carmel")
Denver ("Sharon") Denver ("Sharon")
Ft. Collins Ft. Collins
Greeley Greeley
Longmont Longmont
Loveland Loveland
Morrison Morrison
D.C. Washington D.C. Washington
Florida Jacksonville Florida Jacksonville
Illinois Chicago IlHnois Chicago
Michigan Detroit Michigan Detroit
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194 )s continued 195 )s continued
Missouri St. Louis New Jersey Bound Brook
New Jersey Bound Brook Newark
Newark Trenton
Trenton Zarephath
Zarephath Ohio Cincinnati
New York North Bellmore, Long Is. Pennsylvania Danville
Ohio Cincinnati Philadelphia
Pennsylvania Danville Rhode Island Providence
Philadelphia Utah Salt Lake City
Rhode Island Providence Washington Seattle
Utah Salt Lake City Wyoming Cheyenne
Washington Seattle Laramie
Wyoming Cheyenne England London
Laramie TOTAL 28
England Birmingham
London
Newcastle-on-Tyne
TOTAL 32
Existed in 1960s Existed in 1970s
California Los Angeles California Los Angeles
Oakland Oakland
Pacifica Pacifica
San Francisco San Francisco
Colorado Colorado Springs Colorado Colorado Springs
Denver ("Carmel" Denver ("Carmel"
Denver ("Sharon") Denver ("Sharon")
Ft. Collins Greeley
Greeley Lafayette
Lafayette Morrison
Longmont Pueblo
Morrison Westminster-Denver
Pueblo Florida Jacksonville
Westminster-Denver Illinois Chicago
Florida Jacksonville Michigan Detroit
Illinois Chicago New Jersey Bound Brook
Michigan Detroit Newark
New Jersey Bound Brook Trenton
Newark Zarephath
Trenton Ohio Cincinnati
Zarephath Pennsylvania Danville
Ohio Cincinnati Philadelphia
Pennsylvania Danville Utah Salt Lake City
Philadelphia Washington Seatde
Utah Salt Lake City England Birmingham
Washington Seattle London
England London Liberia
Liberia TOTAL 27
TOTAL 28
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1 Existed in 1980s Existed in 1990s "|
California Los Angeles California Los Angeles
Pacifica Pacifica
San Francisco Colorado Westminster-Denver
Colorado Colorado Springs Florida Jacksonville
Denver ("Sharon") Illinois Chicago
Greeley New Jersey Bound Brook
Loveland Zarephath
Westminster-Denver Ohio Cincinnati
Florida Jacksonville England London
Illinois Chicago Liberia
New Jersey Bound Brook TOTAL 10
Trenton
Zarephath Current - 2003
Ohio Cincinnati California Los Angeles
Pennsylvania Philadelphia Pacifica
Utah Salt Lake City Colorado Westminster-Denver
Washington Seattle New Jersey Zarephath
England London Ohio Cincinnati
Liberia India
TOTAL 19 Liberia
Malawi
Nigeria
TOTAL 9
College Date Founded Status 1
Belleview Christian College
(Westminster, CO)
1920 Currently in
operation
Alma White College (Zarephath, NJ) May 7, 1921 Closed by 1979
Zarephath Bible Institute (Zarephath, NJ) 1908 Name changed 1930
Zarephath Bible Seminary Summer 1930 Name changed 1994
Zarephath Bible Institute Jan. 20, 1994 Name changed 2001
Licensed as Somerset Christian College Mar. 23, 2001 Currently in
operation
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PILLAR OF FIRE HISTORICAL MINISTRY OVERVIEW
MISSIONS
Location Date Founded Status
London, England 1909 Currently in operation
Liberia 1962 Currently in operation
Nigeria 1974 Currently in operation
Spain 1977 Closed 1997
India 1985 Currently in operation
Malawi 1985 Currently in operation
Philippines 1988 Closed 1995
Costa Rica 1999 Currently in operation
Note: See Table 3 p. 12 for current missions statistics.
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PILLAR OF FIRE HISTORICAL MINISTRY OVERVIEW
MEDIA
RADIO Location Year Started Status
KPOF Denver March 8, 1928 Currently in operation
WAWZ AM Zarephath March 15, 1931 Sold 1984
WAWZ/STAR 99.1 FM Zarephath August 22, 1954 Currently in operation
WAKW Cincinnati October 22, 1961 Currently in operation
MAGAZINE Published Year Started Status
The Pentecostal Mission Herald Denver December 1897 Name changed 1899
Pentecostal Union Herald Denver 1899 Name changed 1904
Rocky Mt. Pillar ofFire Denver 1904 Name changed 1908
Pillar ofFire Denver 1908 Location moved 1908
Zarephath August 5, 1908 Name changed 1996
The Pillar Monthly Zarephath 1996 Name changed 2002
The Pillar Magazine Zarephath March 2002 Currently in print
Pillar of Fire Junior Zarephath 1907 Discontinued 1980s
The Metropolitan Denver 1913 Name changed 1919
Rocky Mountain Pillar of Fire Denver 1919 Name changed 1950
Pillar of Fire (western) Denver 1950 Discontinued 1977
London Pillar of Fire London 1910 Name changed 1925
Pillar of Fire British Isles London 1925 Currently in print
The Good Citizen Zarephath 1913 Discontinued 1933
Occidental Pillar ofFire Los Angeles 1919 Discontinued c. 1970
Woman's Chains Zarephath 1924 Discontinued c. 1975
The Dry Legion Denver 1933 Discontinued mid 1970s
Pillar of Fire Alma White
Evangel
Salt Lake City 1936 Discontinued
Pillar ofFire Bay Chronicle San Francisco 1941 Discontinued 1960s
Pillar of Fire Midwest Evangel Cincinnati 1945 Discontinued c. 1960
Note: The data provided in Appendix A is thought to be reasonably accurate based upon Pillar of
Fire archival documentation housed at Zarephath, NJ, provided by historian James Pearsall, and
based upon the recollections of Pillar of Fire members provided in personal interviews and other
communication. Some of the archival information, however, was destroyed in the 1999 flood at
Zarephath.
Sources: Alma White College Annual Catalogue: Belleview College Catalogue; Blue; R.
Crawford; P. Crawford; Croucher; Cruver, all interviews; Dawson, all e-mails; Gross; A. Konkel;
Maxey, all e-mails; Pearsall, all interviews; Pentecostal Union Yearbook: Pillar of Fire Bay
Chronicle; Pillar of Fire Midwest Evangel: Pillar of Fhe/The Pillar Monthly; Pillar of Fhe
Yearbook; Fortune, all interviews; Rajasekhar; Rocky Mountain Pillar of Fhe; Stewart; C.
Tomlin, all interviews; M. Tomlin, all interviews; Weaver; Wolfram.
APPENDIX B
PILLAR OF FIRE CURRENT U.S. MINISTRIES
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APPENDIX C
VISION TEAM PROFILE
Name Age Location Position
# Years
Full-time
Ministry/
Employ
within POF
Croucher, Mr. Gerald 50 Cincinnati, OH Dir. of Operations
Radio Station
General Manager
24
Cruver, Bishop
William
79 Los Angeles, CA Pastor and
Presiding Elder
60
Cruver, Rev. Betty 77 Los Angeles, CA School Principal 59
Dickinson, Rev. Gary 53 Westminster, CO Pastor and
School Principal
6
Gross, Mr. David 39 Pacifica, CA School Principal
and
Foreign Missions
Committee Member
15
Olszyk, Rev. Jeff 38 Zarephath, NJ Director of
Facilities
18
Wolfram, Rev. Neta 44 Westminster, CO Church staff 17
Wolfram, Rev. Phillip 49 Westminster, CO General Council
Pillar of Fire
28
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APPENDIX D
CENTRAL BOARD PROFILE
Name Age Location Position
# Years
Full-time
Ministry/
Employ
within POF
Cope, Rev. Ken 62 Zarephath, NJ School Principal
Trustee
41
Crawford, Rev. Rea 75 Zarephath, NJ Board Secretary
WAWZ General
Manager
Presiding Elder
57
Cruver, Rev. Robert W. 38 Zarephath, NJ College President
Trustee
11
Dallenbach, Bishop
Robert B.
74 Westminster, CO President and
General
Superintendent
51
Rev. Joseph Gross 67 Pacifica, CA Vice President
Asst Superintendent
Presiding Elder
45
Stewart, Rev. Lois 73 Zarephath, NJ Vice President
Treasurer
50
Wolfram, Bishop
Donald J.
82 Westminster, CO President Emeritus
Trustee
66
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APPENDIX E
PURPOSE-DRIVEN MINISTRY QUESTIONNAIRE
A. What was the primary founding purpose of the Pillar of Fire?
B. What is the current purpose of the Pillar of Fire?
C. What are the primary categories of the Pillar of Fire's ministry that are linked to
this purpose?
D. What would a purpose-driven organizaUonal structure look like for each of the
Pillar of Fire's primary ministry categories?
E. What would a purpose-driven organizational structure look like at the level of
each of the Pillar of Fire branch campuses?
F. What would a purpose-driven organizational structure look like at the level of the
Central Board of Trustees?
G. Would you support such an organizational restructuring at the ministry/ministries
of which you are a part?
H. Would you support such an organizational restructuring at the ministry branch
where you serve?
I. Would you support such an organizational restructuring at the level of the Central
Board of Trustees?
APPENDIX F
PILLAR OF FIRE 2002 ANNUAL CONFERENCE PROGRAM
111 A CP CT I Cr Welcome to the 2002 Villar ofFire Camp Meeting andAnnual Conference!
* * *^ * * * � O^^r thisyear is Purpose-DrivenMinistry.
Camp Meeting' ' �* * � * ? � Am � � M �� Purpose: (put p^s). n. Thefoundational reason(s)for which an organi^tion
exists.
JuCy 28-JAugust 4> 2002
'Tor the Son ofMan came
to seek and save what was
lost.''
Purpose-Driven Organization:An organi^tion that rigorously applies its
purpose to everypart of the organi:(ation, including structure, staffing strategic
planning and budgeting.
Article II of The Pillar of Fire Constitution contains the founding purpose of the
Pillar ofFire Church as a faith-based, notforprofit organisation: "The purposes
for which this organization is formed are the building up of the Kingdom
of God in the earth through the preaching of the Gospel; the publication
and circulation of religious literature; the establishment and maintenance
of schools for both secular and religious instrucdon, with all necessary
adjuncts for their support and efficiency; the establishment and
maintenance of churches for the spreading of the Gospel; the engaging in
works of education, benevolence, patriodsm, charity, and missions
everywhere, and the building up of Christian character among all people."
Wepray that this conference will he both renewing and challenging as together
we seek the Lord andpursue thepurposes He has called the Pillar ofFire to
fulfill
President and General Superintendent
Camp Meeting 2002: "Purpose-Driven Ministry"
About our Speakers . . .
Dr. Charles (Chuck) Killian is professor of
preaching and drama at Asbury Theological
Seminary where he has taught for 29 years. His
wife, Jane, was (for several years) Registrar at the
Seminary. She now enjoys the delights of
retirement. They have two daughters and two
grandsons.
During the early years, Chuck taught basic speech preaching
courses, and directed the drama program. Subsequently, he has
added courses on death, dying, and storytelling. It is storytelling
that has kept him dutifully at his task. The course grew out of a
"dark night" in his own journey. This is Chuck's story: Working
closelywith Elizabeth Kubler Ross ignitedwithin him a desire to
discover his inner stories. "It was she who encouraged me to
begin drawings, to find my stories, work on inner healing.
Elizabeth fostered in Chuck a deep-felt affinity for the past. "For
in the past you find out where you came from, and knowing that
you will then know where to go," she would say. Chuck is still
discovering his stories.
For the past ten years, Chuck has been additionally challenged and
enriched by mission work in Estonia and Russia. He has also
served as pastor for several churches in southern Indiana, before
and during his tenure at the Seminary, and is presently an assistant
pastor at First United Methodist Church, Lexington, Kentucky.
Camp Meeting 2002: "Purpose-Driven Ministry"
Margaret Therkelsen'sministry can best be summarized by saying
that she stimulates others to develop an
active prayer life of their own. She does
this through weaving together an
insightful understanding of Scripture,
relating her own prayer journey, and
wonderful answers to prayer.
Some 20 years ago, Margaret had a life
changing experiencewith theHoly Spirit
and physical healingwhich led her to an
ever-widening prayerministry. Besides her prayerministry she has
a counseling practice in Marital and Family Therapy. Margaret
hosts a daily spot on Christian radio and leads a community-wide
prayer group of men and women in her local church.
Margaret has published a number of books, including The Love
Exchange:AnAdventure InPrayer, Realizing thePresenceoftheSpirit.
She has also written a booklet widely used by prayer groups
entkled,A PrayerExperiment: PrayerPrinciplesfrom TheSermon on the
Mount. Both she and her husband John live in Lexington,
Kentucky.
Schedule
Saturday, July 2"/^
9:00 am-1 2pm Pillar of Fire Central Board IVIeeting
Sunday, July 28th
7:45am Breakfast
Morning Sessions
8:30am ZOO Service: Pastor Fred Fitch
11:1 Sam ZOO Service: Pastor Fred Fitch
12:30pm Lunch
5:00pm Dinner
Evening Session
7:00pm Docudrama: Wesley on Wesley:
"I Believe" by Dr. Chuck Killian
8:30pm Evening Fellowship and Games
Camp Meeting 2002: "Purpose-Driven Ministry"
Schedule
Monday, July 29th
7:00am Devotion and Prayer: Rev. Mark Tomlin
7:45am Breakfast
Morning Session
8:45am Pillar of Fire California Board Meeting
(Pillar ofFire Board Room)
1 0:30am "Telling Your Story"
Dr. Chuck Killian
12:00 noon Lunch
Afternoon Sessions
1 :30pm "Storytelling and Spirituality"
Dr. Chuck Killian
3:00pm Purpose-Driven Ministry I
Bishop Robert Dallenbach
5:00pm Dinner
Evening Session
7:00pnn Docudrama: "Francis Asbury
on the Frontier" Dr. Chuck Killian
8:30pm Evening Fellowship and Games
Schedule
Tuesday, July 30
7:00am Devotion and Prayer:
7:45am Breakfast
Morning Sessions
8:45am Pillar of Fire Pastors and Local Church
Administrators Meeting (SCC Board
Room)
8:45am Pillar of Fire Ohio Board Meeting
10:45am Local Church Reports
Facilitated by Rev. Gary Dickinson
12:00 noon Lunch
Afternoon Sessions
1 :30pm "The Power of Corporate Prayer"
5:00pm Dinner
Evening Sessions
7:00pm "You Don't Always Get What
You Deserve" Dr. Chuck Killian
8:30pm Evening Fellowship and Games
Camp Meeting 2002: "Purpose-Driven Ministry"
Schedule
Wednesday, July 31
Today is the deadline to sign up for Saturday's optional tour
ofHistoric Princeton. Sign up at the Welcome Center,
Main Building (first floor).
7:00am Devotion and Prayer
Morning Session
8:45am Pillar of Fire Formal Business Session
Review: 2001 Conference Minutes
Vote: Central Board of Trustees
10:30am Purpose-Driven Ministry II
12:00noon Lunch
Afternoon Sessions
1 :00pm Women's Afternoon Tea with Margaret
Therkelsen (Deb Cruver's home)
3:00pm "Power ofWaiting and Listening
Margaret Therkelsen
5:00pm Dinner
Evening Session
7:00pm Concert of Prayer
8:30pm Evening Fellowship and Games
SCHEDULE
Thursday, August 1st
7:00ann Devotion and Prayer
Prayer: David Gross
7:45am Breakfast
Morning Session
8:45am Radio Administrator's Meeting
{Pillar Board Room)
(Pillar of Fire Board Room)
8:45am School Administrator's Meeting
(SCC Board Room)
10:45am Education Reports
Facilitated by David Gross
Primary, Secondary, Undergraduate
12:00 noon Lunch
Afternoon Sessions
1 :30pm Radio Reports: KPOF, WAKW, WAWZ
facilitated by Jerry Croucher.
Camp Meeting 2002: "Purpose-Driven Ministry"
Schedule
Friday, August 2nd
7:00am Devotion and Prayer
7:45am Breakfast
Morning Session
8:45am Pillar Missions Committee Meeting
(Pillar Board Room)
10:30am Foreign Missions Report
12:00 noon Lunch
Afternoon Sessions
1 :30-3:00pm "Jesus' Mission Statement: Good
News for the Poor"
Pastor Bill Trimble, Jr.
5:00pm Dinner
Evening Session
7:00pm "How Holy Do You Want to Be?
How Dirty Do You Want to Get?"
Pastor Bill Trimble, Jr.
8:30pm Evening Fellowship and Games 2<
i-t
Schedule
Saturday, August 3""^
7:00am Morning Devotion and Prayer:
FREE DAY FREE DAY FREE DAY FREE DAY
1 :00pm Optional Tour of Historic Princeton
(you must sign up to go no later
than Wednesday)
Schedule
Sunday, August 4
7:45am Breakfast
Morning Session
8:30am Chapel Service: Pastor Fred Fitch
11:1 5am Chapel Service: Pastor Fred Fitch
12:30pm Lunch
5:00pm Dinner
Evening Session
7:00pm Closing Celebration
8:30pm Evening Fellowship
Camp Meeting 2002: "Purpose-Driven Ministry"
Central Board of Trustees
Bishop Robert B. Dallenbach
President, General
Superintendent
Rev. Joseph Gross
Vice President,
Assistant Superintendent
Pillar of Fire Addresses
Westminster, Colorado
3455 West 83rcl Avenue
Westminster, CO 80031
303.839.1500
Los Angeles, California
4900 North Figueroa
Los Angeles, CA 90042
323.255.6550
Pacifica, California
1030 Linda Mar Boulevard
Pacifica, CA 94044
650.359.5227
Cincinnati, Ohio
6275 Collegevue Place
Cincinnati, OH 45224
513.542.9393
Zarephath, New Jersey
10 Chapel Drive
Zarephath, NJ 08890
732.356.0102
Camp Meeting 2002: "Purpose-Driven Ministry"
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APPENDIX G
PURPOSE-DRIVEN MINISTRY QUESTIONNAIRE RESPONSES
A, What was the primary founding purpose of the Pillar of Fire?
Respondent #1: Rehgious ... Benevolent ... Educadon
Respondent #2: The purposes for which this organization is formed are the building up
of the Kingdom of God in the earth through the preaching of the Gospel; the publication
and circulation of religious literature; the establishment and maintenance of schools for
both secular and religious instruction, with all necessary adjuncts for their support and
efficiency; the establishment and maintenance of churches for the spreading of the
Gospel; the engaging in works of education, benevolence, patriotism, charity, and
missions everywhere, and the building up of Christian character among all people. (Per
Pillar of Fire Discipline)
Respondent #3: Building the Kingdom of God in the earth through the preaching of the
Gospel; the publication and circulation of religious Uterature; the establishment and
maintenance of schools for both secular and religious instruction, with all necessary
adjuncts for their support and efficiency; the establishment and maintenance of churches
for the spreading of the Gospel; the engaging in works of education, benevolence,
patriotism, charity, and missions everywhere, and the building up of Christian character
among people.
Respondent #4: To serve God in a pure "New Testament" fashion.
� To proclaim the gospel, win converts and disciple the new believers into a proper
Christian life.
� To preach sanctification as a definite second work of Grace to be sought by and
required of believers.
� To expose apostasy in churches that were seen as having fallen from the commands
of scripture.
� To expose evil and impure influences in society. Special emphasis was placed on the
public schools as a conduit for and proponent of evil. The liquor traffic was also
singled out as particularly evil.
� Restoration of women's proper place in the church and in society.
Respondent #5: Rev. W. B. Godbey, a spiritual father to Alma White, the founder of the
Pillar ofFire, writing in the "Introduction" to her book "Looking Back From Beulah"
gave his perception of the Pillar of Fire: "The Pillar of Fire Church in the providence of
God launched through the humble instrumentality of our elect Sister, is perfectiy
orthodox; no leader but Jesus, no guide but the Holy Ghost, and no authority but the
precious Word, the most aggressive Christian organization of today."
Alma White was led to organize an independent church because she experienced seeing
converts in her missions and revival efforts carried off to fellowships where there was
apostasy. In "Looking Back from Beulah" p. 377 she writes: "The question of how to
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save those who were converted under my ministry had been a great problem for seven
years. In spite of all efforts to keep them satisfied with mere membership in the missions
where most of them had been converted, some had been persuaded by false shepherds
that this was not sufficient and were drawn away into the cold, formal churches where
they soon died spiritually." Soon fifty persons were ready to cooperate with her and unite
with the new church, the organization of which was effected December 29, 1901.
The aspect of the up-building of the Kingdom of God that AlmaWhite and her faithful
group shared, was a purpose to see souls experience the deeper work of the Holy Spirit as
a second work of grace called "Sanctification." This called for holiness of heart and a
consecration that called for a life that clearly showed a separation from the things of the
world that militated against a holy life.
Respondent #6: Pillar of Fire was founded to spread the Gospel of Jesus Christ by
means of spoken word. This was accomplished at first by Street Meetings and Small
Groups. Subsequendy Day Schools, Bible Studies, Printed Word and Radio were used to
accomplish the expressed purpose of the Pillar of Fire Founders.
Respondent #7: Article II ofDiscipline, Page 29
Respondent #8: The PRIMARY purpose (as historically reported) was to see people
embrace a radical form of Christianity that brought spiritual transformation evidenced, in
part, by a surrender of worldly goods and commitment to building the POF.
Respondent # 9: "The work of the Pillar of Fire as a church, therefore, is to
expose false and apostate religions and to restore the old paths and waste places of
apostate faith and practice."
My understanding was that the Pillar ofFire Church's purpose was to be evangelical and
to believe in and teach the doctrine of entire sanctification as taught by John Wesley. Its
purpose was to practice and teach these doctrinal beliefs in all of its ministries in the
schools, churches, missions, and radio broadcasts.
Respondent #10: The primary founding purpose of the Pillar of Fire was to build up
God's Kingdom on earth through preaching the Gospel, publishing and circulating
religious literature, establishing and maintaining schools for secular and religious
instruction, and establishing of churches for spreading the Gospel.
Respondent #11: Many members of the Pillar of Fire from its founding at the turn of the
Twentieth Century until now believed that the primary purpose of the Pillar of Fire was
stated in the Original Historical Statement of the 1926 Discipline of the Pillar of Fire
Church especially on page 17 the second full paragraph and following:
The work of the Pillar of Fire as a church, therefore, is to expose false and
apostate religions and to restore the old paths and waste places of apostate
faith and practice. The members of the church are diligent, thoughtful, and
self-sacrificing. The organization represents a gathering out from the
world and worldly organizations of a company of consecrated. Spirit-filled
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men and women who believe the whole Bible and are eamestly
determined to contend for the faith once delivered to the saints, enduring
hardness as good soldiers of Jesus Christ.
Many of the early members and many long time members today would understand that
eamestly contending for the faith once delivered to the saints would be the promotion of
Biblical Holiness with purpose and passion. 1 believe that you are correct in stating that
Alma White's goal was to retum the church to embrace the teachings of scripture
especially as understood and taught by John Wesley.
Today many newer members and some of the officials of the church have expressed an
opinion that the afore referenced statement is too narrow and that the Pillar of Fire should
repudiate such sentiments which smack of exclusivity. In fact the new Discipline has no
such statement. But there remain a significant number of full time members who entered
into this ministry with a sense and call from the Lord. They have invested their resources
and lives with the motivation that they were fulfilling the initial imperative that they were
part of a gathering out from the world and worldly organizations of a company of
consecrated, Spirit-filled men and women who believe the whole Bible and are eamestiy
determined to contend for the faith once delivered to the saints, enduring hardness as
good soldiers of Jesus Christ for the promotion of Biblical Holiness.
There is therefore now no cohesive understanding as to what the original purpose of the
Pillar of Fire was.
The statement that is given in Article II of the Constitution (that the purposes were
building the Kingdom of God in the earth through the preaching of the Gospel; the
publication and circulation of religious literature; the establishment and maintenance of
schools for both secular and religious instruction, with all necessary adjuncts for their
support and efficiency; the establishment and maintenance of churches for the spreading
of the Gospel; the engaging in works of education, benevolence, patriotism, charity, and
missions everywhere, and the building up of Christian character among people) [in my
understanding from comments made by Bishop Arthur K. White and my studies that said
statement] is boilerplate and was drafted by our legal counsel in response to the legal
requirements of corporations so that the Pillar of Fire corporation could engage in almost
any legal activity which was desired and so that the Pillar of Fire would not be limited to
a narrow purpose statement in the activities it could engage in. The enlarged purpose
statement, which was adopted, more recently was adopted for the same purpose, i.e. in
order to allow the Pillar of Fire greater flexibility of action and recognition of activities
for tax purposes as within our mission or purpose.
B. What is the current purpose of the Pillar of Fire?
Respondent #1: The purpose statement is recorded in the recent revision of the POF
Discipline, for the technical answer to this question refer to the Discipline. However there
seems to be a considerable lack of understanding and appreciation for the purpose-driven
concept on the part of a great number of POF members. As I anticipate a restructure
proposal I see this challenge as the most significant to effective change.
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Respondent #2: The current purpose of the Pillar essentially remains the same
theoretically. Through all of its ministries, there is the underlying purpose or innate
desire of the ministries to the building up of the kingdom of God. Although,
pragmatically in many of the ministry thrusts there has been a transition to a maintenance
mode. The observation that I have made is that the purpose for which many ministries
perform in such a way is patterned after the way the ministry has been since its inception.
The purpose in many instances is self-sustaining in the sense of keeping ministries afloat
for as long as possible or until the next crisis.
Respondent #3: The current purpose of the Pillar of Fire, like its original purpose, is
very broad. It is the building of the Kingdom of God, primarily through congregational,
educational (especially general, Christian education of children and ministerial education
of adults) and media (especially radio) ministries in the United States, and through
evangelistic, congregational, educational (especially general, Christian education of
children and ministerial education of adults), and benevolent ministries internationally.
Respondent #4: At the present the Pillar of Fire does not have a clear purpose as an
organization. While it is encouraging that, in recent years, the Pillar of Fire has started
new ministries (Somerset Christian College & Victory Sports Camps), many of the
activities engaged in are done so out of tradition. Another way of expressing this would
be members wish to continue ministries that pre-existed them. No one wishes to see any
ministry die on his or her watch.
(This does not mean that individuals or branches are not accomplishing anything for the
Kingdom. It merely means that there is no overarching vision or purpose.)
Respondent #5: Our present statement of purpose is as stated in Article II of the Pillar of
Fire Constitution. In keeping with the wisdom to have measurable parameters to the
multifaceted dimensions of our proposed statement calling for change in management
and methods. To see souls saved, sanctified and discipled remains a constant in our
purpose. A challenge we have is to know the mind of the Lord in the details to achieve
this purpose.
Respondent #6: The purpose of the Pillar of Fire has not changed although the focus of
accomplishing it may change somewhat from time to time. The reality of fulfilling the
purpose is dependent upon finding committed personnel.
Respondent #7: Basics are the same as above.
Respondent #8: To present Christianity in a manner that will preserve our founding
doctrines and maintain a form of continuing support and solvency (survival).
Respondent #9: 1 think that the current purpose of the Pillar of Fire is ambivalent. It
seems to spend its energy in deciding how to maintain the status quo in its finances, and
in the number of people it influences. This is at the cost of its evangelical outreach and
message. I have found that the question of "how much will it cost" has destroyed many
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good ideas and has ended the conversation. There seems to be a lack of accountability
that stems from the top leaders in not being able to delegate authority and create a chain
of command in order to solve problems and formulate goals and basically just get things
done decently and in order.
There are no job descriptions. Job descriptions describe the work needing to be
accomplished, the requirement and experience needed to do the job, and allow another
person the ability to evaluate, based on this informadon, as to whether the work is getting
done in the most efficient and competent manner. By not having job descriptions, things
happen by default. It causes poor morale and many things slip through the cracks and
don't get done or people take positions that they really are not qualified for and the work
suffers. Sometimes this prevents people who are qualified from being able to work in
areas in which they really would succeed. It can also lead to overload by people who
really care and take on too many jobs so that things are not left unattended. Job
descriptions also would allow others the ability to see what requirements they must meet
in order to work in a special area. It also would help establish a reasonable pay structure.
Many areas need to be identified so that they could be budgeted in the general budget for
the church.
Respondent #10: The current purpose of the Pillar of Fire is all of the
above, which includes training young people as Christian leaders, as well
as planting and supporting missions around the world.
Respondent #11: I do not believe that there has been articulated a purpose that would
motivate individuals to the significant investments of their lives and treasure in service
with the Pillar of Fire. As indicated above the formal purpose as written in the
Constitution is so comprehensive that any Christian institution of whatever doctrinal
imperative could easily embrace it.
C. What are the primary categories of the Pillar of Fire's ministry that are linked
to this purpose?
Respondent #1: Churches ... Schools and colleges ... Radio ... Special Events
Respondent #2: The primary categories are missions, churches, schools, and media
(literature and radio).
Respondent #3: Congregational (local church). Educational, Media, and International
ministries (especially partnerships with established ministries that benefit by a mutually
supportive relationship with the Pillar ofFire).
Respondent #4: Since there was no purpose in "B", there can be no answer to this one.
Here are some examples of the lack of purpose.
The Pillar of Fire operates three radio stations. There has not been a station added since
1961 (WAKW). Also, at one time, WAWZ had a 14 time-shared facility. When the
opportunity presented itself the decision was made to sell the 14 share rather than
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purchase the balance of the shared dme. Also in recent years the POF has also shown
litde inclinadon to purchase existing signals or apply for new ones.
In the field of elementary education, in recent times, no new school has been added to the
roster and several have been closed. Existing schools are largely "on their own" when it
comes to support from the central Pillar ofFire.
On a related note the Pillar of Fire has started several congregations (ZCC, PCC & BCC)
but there is no clear vision as to exactiy what it means to be a "Pillar" Chapel. At this
time, the question "What are the denominational distinctives of the Pillar of Fire?" has
not been answered.
Respondent #5 did not specifically answer this question (See D below)
Respondent #6: The primary categories of focus at present are Regular Preaching
Services, Radio, Small Group Meetings for Prayer and Bible Study, Youth Groups for
Bible Study and Activities, Biblical and General Studies in Day School and College, and
other means as they seem appropriate.
Respondent #7: Community Chapel, Schools, Missions, Radio, Youth/Sports
Respondent #8: Christian radio. Christian education and stewardship of real estate
owned. An emerging method of preserving our founding doctrines is our willingness to
devote resources to the purpose of missions.
Respondent #9: All of the ministries are affected by this lack of a chain of command
and the ability to evaluate and understand exactly what each person is responsible for and
to whom they must give an account in the organization and ultimately to God.
Respondent #10: The primary categories Hnked to this purpose are: churches, missions
overseas (England, Africa, India, Costa Rica), radio stations. Pillar publications, and
schools.
Respondent #11: Until the Pillar of Fire as a whole defines and accepts its purposes this
question cannot be adequately answered.
D. What would a purpose-driven organizational structure look like for each of the
Pillar of Fire's primary ministry categories?
Respondent #1:
� Clarify the purposes for the organization and each of its ministries and make sure they
fit where we are as an organization and that they correspond with scriptural mandates
and the 21st century culture.
� Train all employees and church members and leadership in the purpose-driven model
and somehow facilitate "buy in." I believe we will struggle to implement any form of
PD structure until everyone understands and "lives" the model. At least at our
location there is very littie of the above.
Cruver 122
� I don't have a clear picture of how to connect all this nationally. . . .1 believe to get
started the CB must create a national mandate for the process and then perhaps have a
point person on each campus for implementation and accountability....To a certain
extent I believe we must just start the process somewhere and then cortunit to a "work
in progress" mind set and learn as we grow.
Respondent #2: I agree with what Rob laid out in the dissertation of having directors
"leading the charge" in each of the ministry thrusts who "champion" the purposes of the
individual ministry categories so that globally each branch is heading in the same
direction focusing on the same purpose.
Respondent #3: Pillar of Fire Ministries would benefit by having an additional "layer"
of leadership with individual and/or group leadership focused on each of the four main
categories ofministry.
1. Initial Task Forces
Initially, a person could be assigned from without or within the organization to
develop a task force relating to each category. Each of the four task forces would
be assigned to study the critical needs, long-term support requirements, and goals
of the various local ministries participating in the ministry category. The
conclusions of this study would be reviewed with the General Superintendent, the
Central Board, and State Boards for the purpose of generating common
understanding, coordinating findings, and eliciting prayer and leadership support.
2. Standing Leadership-Ministry Leaders and a Purpose Team
Secondly, a person or group (with a designated contact person) could be assigned
to represent each category at regular intervals and as needed for problem solving
to the Central Board. Four individuals on the Central Board would be identified
as primary board liaisons/contacts and would be expected to maintain ongoing
communication with this person or group. The term for this person or group
could probably vary, but the term should be understood by all from the outset.
3. Coordination with Central Leadership
The combined group of board liaisons and ministry category leaders would meet
annually at least a month or so before the annual conference with the General
Superintendent as the organizational purpose team. At this point, these leaders
would have received annual reports from all representative ministries and would
be able to summarize needs and vision, help coordinate and set agendas for
meetings at the annual conference, etc. The goal would be for the annual
conference to become a launching point for ministries rather than a crisis
management forum. Problems and initiatives would be worked on throughout
the year, communication with the central leadership would be ongoing, and
annual accountability and reporting would be enhanced.
4. Assistant to the General Superintendent/Chair of the Purpose Team
Additionally, a full time Assistant to the General Superintendent position would
be staffed with a person with excellent communication skills, project coordination
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skills, and a servant heart. This person would be at the right hand of the General
Superintendent, assisting in the general administration of the organization, but
with a particular focus on helping to develop, coordinate, and support the new
ministry leaders and keep good information flowing between ministries and the
central leadership. A key responsibility of this person would be to enhance
FOCUS for the central leadership by helping to funnel tasks and problems to the
right committees and leaders, to help focus meeting agendas, to communicate
institutional "to do" lists that emerge out of central leadership decisions, and to
follow up on tasks and problems to see that solutions are being implemented.
This person would also serve as the chair of the purpose team.
Respondent #4: The Central Board (or by extension the Boards of the various POF
corporations) will express its vision for the individual ministry. It will establish general
parameters or boundaries for the ministry to operate in. It will create general standards of
determining whether the Board's vision had been fulfilled.
At the local level each ministry would have an advisory committee to receive the vision
of the Board and apply it to the specific (geographic) area that the ministry was operating
in. This committee would consist of persons familiar with the area and its specific needs
and eccentricities.
Each ministry would have an Executive Director that will be responsible to the Board
either directly or through a designated person or committee. The Executive Director will
be a person of vision. He will be responsible for implementing the Board's vision and
communicating to the Board the results of the ministries activities. This position will be
one that generates fresh ideas that the Board could use to expand or modify its vision for
the ministry. This will be a position that looks for new ways of evaluating the success in
implementing the Board's vision. In short the relationship between the Board and the
Executive Director will be a synergetic one. Ideas and vision will flow both ways. This
structure will extend to the entire chain of command.
Under the Executive Director there will be a Leadership Team to implement the vision as
expressed by the Executive Director. This team will be given the resources, financial,
personnel & other, to accomplish the task assigned. This team will be expected to
provide creative imput to the Executive Director and, at the same time, be expected to
follow the leadership placed over them. They will be expected to follow the "Chain of
Command" and not circumvent that chain.
Each supervisor or Executive Director shall have at least one person that is in training for
his or her own position. While the Board will make the ultimate decision, having
someone skilled and knowledgeable in place can smooth the inevitable transitions. It is
undesirable for a supervisor and especially an Executive Director to place himself in an
"indispensable" position.
Respondent #5: As I indicated above, essentially Alma White saw a need and felt led of
the Lord to fulfill that need. Under the concept of a "purpose-driven organizational
structure" each ministry will succeed if it senses God's leading to fulfill needs that are
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germane to the ministry in question. Fundamentally we purpose to have healthy Local
Churches, healthy Christian Schools, healthy Radio Stations and healthy Missions. If they
are healthy they will grow and bear fruit. I do not have time to suggest in detail how each
ministry would look. Common to all would be staff with the appropriate credentials to
bring the talent, expertise and above all the spiritual maturity and experience for each
area. They would endeavor to establish measurable goals that reflect time and resource
details.
Respondent #6: Surely the primary activities of each ministry would be spiritual growth
and preparation to lead others.
Respondent #7: A partially purpose-driven organizational structure would look like
what we have right now. A total and more complete purpose-driven organizational
structure, would be the result of thorough interaction with dedicated and highly qualified
academicians and seasoned consultants that would first examine and re-define each of the
individual ministries, thus linking them into the distinctive central purpose and vision of
the total organizational structure.
Respondent #8: It should include a person named to promote one of the four primary
categories ofministry (Education; Media; Missions; Church Growth) throughout our
denomination. We would then have a Director of Media; Director of Education; Director
ofMissions and a Director of Church Growth. These directors should be appointed by
the Central Board and serve for four years. Their reappointment should be tied directly to
their performance and to nothing else.
Respondent #9: There would be a chain of command reaching from the smallest job
back to the top leaders. By defining the expectations of the position to be filled, the
educational requirements, and experience needed, it would allow people to fulfill their
ministry and the whole organization would become more effective in reaching its goals of
ministry.
Respondent #10: My suggestion is to have each board member responsible for one of
the primary purposes as mentioned above in your dissertation.
Respondent #11: There are within the Constitution, By-Laws and Discipline of the
Pillar of Fire adequate organizational structures if implementation of them were desired.
E. What would a purpose-driven organizational structure look like at the level of
each of the Pillar of Fire branch campuses?
Respondent #1: I tend to favor more of a traditional corporate structure like Wal-Mart
or whom ever where there is a corporate office, i.e. the CB . . . .And then the next level of
management is local branch managers . . . kind of a campus CEO . . . who is accountable
to the local board for local policies etc. and to the CB for overall operation . . . This
structure would be very clean and efficient. . . .The details of a local campus are too many
and too "location unique" to be managed at a distance or by a committee. . . .The
responsibility for leadership and decision-making needs to be in the hands of a capable
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and trusted leader. Once this leadership level is established the next layers would be
similar branch by branch (Headmaster, COO, Radio GM, Pastor, etc.) but would need to
reflect the needs of that branch.
Respondent #2: Essentially, it would look the same as above but with a local distinctive.
Each ministry thrust would have a director or leader championing the purpose of the
ministry yet being subject to a branch director/presiding elder and/or board/committee
that provides the cohesiveness that holds the specific branch together. This level of
management being the local distinctive with a high level of administrative responsibilities
and authority that allows a specific branch to operate smoothly.
Respondent #3: Each branch would identify a person for each of its ministries as the
primary local contact who would report to both the central leadership of the Pillar and to
the leader or leadership group heading that category ofministry. For instance a branch
with a school and church would designate a primary contact for each of these ministries.
The local school contact would be responsible to report to the educational ministries
leader(s) and to cc [carbon/courtesy copy] all communication to the Assistant to the
General Superintendent.
Additionally, a central board schedule could be established in order to set up regular
meetings at each ministry location once every year or two. At this meeting, needs
relating to the combined ministries of a branch could be the focus, and the local
representatives from each type of ministry would be expected to report directly to the
board on its particular needs and plans. This would also be the ideal time for the
presiding elder and each local ministry leader (school principals, pastors, station
managers, etc.) to be evaluated by a process including both formative and summative
elements.
Respondent #4: Each ministry would follow the structure given in "D." In that structure
a given Executive Director receives his commission from and reports to the Board.
However, there are issues involved in co-coordinating the use of a campus used by
several ministries. These issues include, competition for limited physical space, funding
for maintenance and improvement of "conunon use" areas and differing views on the
interpretation of the Board's vision.
There should be a committee consisting of the various Executive Directors, the Buildings
& Grounds supervisor and the Business Manager. The committee shall be a co-
coordinating body rather than a directive one. The committee should be chaired by a
person directly responsible to the Board. This person can be any one of the Executive
Directors, however, said person should show that he could carry the vision for all the
ministries. It should be recognized that the Business Manager and Buildings & Grounds
supervisor provide services for the other ministries on campus. While their services are
valuable they are not ministries in and of themselves. Therefore the Business Manager
and Buildings & Grounds supervisor shall not have a vote on the committee. (No person
shall have more than one vote.)
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Funding: Each ministry shall be responsible for its own needs. Each ministry shall
contribute to the common needs of the campus. Finances shall be as open as possible.
Exchanges of "value" shall be put "on the books" and not hidden. Ministries in a "start
up" or regrowth phase shall be charged an appropriate amount for the facilities they use
and subsidized if necessary.
Personnel shall be paid for services rendered and charged for services received.
Compensation should be set at a level high enough to see that the needs of the employee
are met but not so high that the compensation becomes the primary motivating factor in
attracting or holding an employee.
Respondent #5: Follow the stated position given as a response to question "D".
Respondent #6: Ideally the administrators on each campus should be spiritually gifted
and trained to lead their staff to better levels for themselves and the groups with which
they are working.
Respondent #7: There would be some obvious structure that has worked only with
moderate success in recent decades, then implementing the above and adapting with
custom application to the variation of the specific Pillar of Fire campuses.
Respondent #8: Each Branch should be informed of the importance of this
denominational emphasis. They should understand the expectation of accountability and
that a periodic review will be forthcoming. In the process of measuring performance
there will be denominational suggestions and guidance. If sufficient local staff is
available they could appoint individuals to oversee each "ministry."
Respondent #9: There would be qualified leaders with assistants who understand the
purpose and goal of each sector ofministry especially their own area. Cooperation would
be uniform and support and morale would be sufficient to make one confident and glad to
be working in their ministry.
Respondent #10: Drew this diagram:
Pastor
Co- Pastor
Song Leader
Youth Minister Superintendent
Class Teachers Principal
Maintenance Teachers/Aids Coaches
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Respondent #11: Same as D. See the Discipline of the Pillar of Fire Church. 2002,
section 106, pertaining to the duties and responsibilides of Presiding Elders, Bishops and
Assistant Superintendents.
F. What would a purpose-driven organizational structure look like at the level of
the Central Board of Trustees?
Respondent #1 : I don ' t know .
Respondent #2: It would be similar to the answer to question D. With one additional
thought, the Central Board of Trustees and the primary ministry category directors should
be structured together to serve the same purpose. The Central Board of Trustees cannot
operate independently in order for a purpose-driven model to be successful.
Respondent #3: The Central Board would seek to become much more focused on
significant leadership issues for the organizadon. Policy development, support and
evaluation of ministry leaders, visioning, and management of organizational funds would
be some key areas. The Purpose Team and Ministry Leaders would be depended upon
for maintaining communication and seeing that policies are implemented and problems
solved at the local level.
Respondent #4: The Board's primary duty will be to formulate and cast the vision for
the various ministries and branches. They will also receive and evaluate vision "ideas"
from ministries heads and others in the Pillar of Fire. Part of the primary duty relating to
vision will be for the Board to evaluate the effectiveness of the ministries they govern.
The Board will expand ministries that are meeting the needs of the Kingdom, decrease or
eliminate those that are not doing so and create new ministries to meet newfound or
newly revealed needs.
To assist the Board in their duties, a group of mid-level ministry "champions" will need
to be created. These champions will visit the various ministries to ensure that the Board's
vision is being properly carried out. They will also be conduits of information to and
from the Board and to and from the other ministries they govern. They will examine
similar ministries to the ones they serve and glean ideas for use within the Pillar of Fire.
They will be given the authority to speak for the Board in the Board's absence. Radio,
Elementary Education & the Chapel ministries are the most pressing needs at this time.
Similar champions will be created for the non-ministry positions of Business Manager
and Buildings & Grounds supervisor.
Respondent #5: Follow the stated position given as a response to question "D."
Respondent #6: Again ideally Central Board Members should be spiritually gifted and
trained, experienced, and mature Christians. They should have served successfully in a
department and/or a branch as an administrator.
Respondent #7: After the redefining of the purpose for the overall organizational
structure, we would then retain what is an asset, and seek the advice and counsel of
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specialists that would come in and objectionably cite needed purpose-driven structure.
Respondent #8: Members of the Central Board should be assigned an area of
responsibility. They should be empowered to appoint a sub-committee that would focus
on that area of ministry. A report should be given four times a year at the meeting of the
Central Board to maintain interest and require accountability. Members of the Central
Board should be selected with areas of responsibility in mind.
Respondent #9: There would be certain requirements and areas of expertise for each
position on the board. All would understand the unified purpose and not be pushing for
their own agendas.
Respondent #10: Each one of the board members should be responsible for one of the
four primary ministries: missions, churches, schools, and media.
Respondent #11: Same as D. See the Discipline of the Pillar of Fire Church. 2002,
section 99-Only Elders shall be eligible to the office of Bishop or member of the Central
Board of Trustees [emphasis mine].
G. Would you support such an organizational restructuring at the
ministry/ministries that you are a part of?
Respondent #1: Yes
Respondent #2: Yes
Respondent #3: YES!!!!
Respondent #4: Yes, I would. However, I would expect resistance from people who
have not been accustomed to or are willing to work under this level of accountability. I
would also expect problems from persons given a supervisory position for the first time
not handling it well. Quality leadership training could be very helpful. Grace!
Respondent #5: Yes, I would support such a structure on all levels.
Respondent #6: Answer to G, H, I:
Restructuring of the organization may be necessary from time to time and I support it. It
seems rather soon after the reissuing of the Discipline to call for restructuring now.
Respondent #7: Of course! I would have to, but with specified parameters.
Respondent #8: I would support it. We are presently short-staffed at our location but
are still placing a focus on Church Growth, Missions and Media (publications). Another
focus at our branch is developing our existing resources and forcing them to generate
revenue to carry our other ministries.
Respondent #9: I think it is important to use the system set up in the Discipline for the
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chain of command. The problem I see now is that it is not followed. I would be happy to
see the implementadon of job descripdons and a chain of command that was effective in
solving problems and is setting goals and in creating ways to implement these ideas.
Respondent #10: Yes, I would so support.
Respondent #11: I would support the implementation of the organizational structure that
is outlined in the Discipline, e.g. in pertaining to education the Discipline of the Pillar of
Fire Church. 2002, section 188 states in part:
Education in the PILLAR OF FIRE Church shall be under
the supervision of the General Superintendent, Assistant
Superintendent, and the Committee on Education, and any
other persons whom they may select to direct and aid in the
administration thereof [emphasis mine].
There is therefore already a structure of accountability if that structure were followed.
For instance for many years the Pillar of Fire has pubbshed a catalogue for Belleview
College in which the Committee on Education was bsted and continues to be listed. The
current members of the Pillar of Fire Committee on Education as listed and published in
Colorado for Belleview College is:
Robert B. Dallenbach, Ph.D.
David M. Larue, Ph.D.
Rob Cruver, M.A.
John Howard Reed, Ph.D.
Donald J. Wolfram, Ed.D.
Phillip J. Wolfram, J.D.
Suzanne G. Wolfram, M.A., M.A.Ed.
H. Would you support such an organizational restructuring at the ministry branch
where you serve?
Respondent #1: Yes ... please Yes !!!
Respondent #2: Yes
Respondent #3: YES!!!!
Respondent #4: Yes, I would. However, I would expect resistance from people
unaccustomed to placing a value on the things they receive (housing, heat, etc) or the
things they provide (their labor). In regard to this question I would expect that some
people who are presently in the Pillar only for the "loaves & fishes" would become
uncomfortable and leave.
Respondent #5: Yes, I would support such a structure on all levels.
Respondent #6: Answer to G, H, I:
Restructuring of the organization may be necessary from time to time and I support it. It
seems rather soon after the reissuing of the Discipline to call for restructuring now.
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Respondent #7: Same as above-Of course! I would have to, but with specified
parameters.
Respondent #8: It is happening as we speak.
Respondent #9: I would support the implementation of the organizational stmcture that
is oudined in the Discipline. Especially if it truly solved problems and did not just create
more ambivalence.
Respondent #10: Indeed I would.
Respondent #11: I would support the implementation of the organizational structure that
is oudined in the Discipline.
I. Would you support such an organizational restructuring at the level of the
Central Board of Trustees?
Respondent #1: Yes
Respondent #2: Yes
Respondent #3: YES!!!!!!!!!
Respondent #4: Yes, I would. However, I would expect that the Board would be
generally supportive but unwilling or unable to implement specific changes. Change is
painful. Are we willing to endure it?
Also, the Board will have to get out of the micro-management mode. They need to see
clearly that their job is to cast vision and evaluate results. They need to see that they can
be servant leaders.without "serving tables" all the time.
Respondent #5: Yes, I would support such a structure on all levels.
Respondent #6: Answer to G, H, I:
Restructuring of the organization may be necessary from time to time and I support it. It
seems rather soon after the reissuing of the Discipline to call for restructuring now.
Respondent #7: Same as above-Of course! I would have to, but with specified
parameters.
Respondent #8: Yes, but it would require some homework. Members of the Central
Board should be assigned an area of responsibility covering each of our four ministries.
It might even be possible for that person to function as the Director of that specific
ministry. At the very least he (she) should be in regular contact with the Director of the
ministry focus they are responsible for. Quoting from Bolman & Deal, "every
organization must either find a design that works or reorganize-or ultimately it will fail!"
Cruver 131
Respondent #9: I am a little wary of some of the restructuring that was presented in the
proposals. I think it is important that the Central Board retains elders of the Pillar of Fire
Church only. I do not think it would be wrong for each elder to have advisors to assist
him or her in the position they fill on the board. What worries me is that when doctrinal
issues are brought up, that there would be lack of unity and that contention would result
leading to ineffectiveness and division.
Respondent #10: Indeed I would.
Respondent #11: I would support the implementation of the organizational structure that
is outlined in the Discipline. Pursuant to the Discipline of the Pillar of Fire Church, 2002,
section 99-Only Elders shall be eligible to the office of Bishop or member of the Central
Board of Trustees [emphasis mine].
Notes:
� Respondent #12 repHed but not direcdy to the questions.
� Respondents #13 and 14 did not respond to the questionnaire.
� One of the respondent numbers represents the combined effort of two persons.
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